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Chapter I 
THE PROBLEM AREA 
INTRODUCTORY CO}~NT : 
This study is essentially an attempt to examine two rather well 
discussed areas of labor and management interest to determine if there 
might be an interaction between the two. Further it will develop that 
if such interaction exists a determination might be made to ascertain 
the effects - beneficial and/or detrimental - to the labor - management 
picture . The topics to be considered are those of supervision and 
promotion. More specifically in the latter case we will investigate the 
seniority - qualifications conflict between labor and management. 
Turning our attention for the moment to the supervision phase 
it would be well to review what supervision is, why it is needed and 
finally why it should be good. Throughout this study we will be concerned 
primarily with what we normally hear referred to as "first-line supervisors". 
This is best described as the supervisor (used in the broad sense) 
directly in contact with the bargaining unit employees or, if no bargain-
ing unit exists, the employees actually doing the physical portions of 
a given job. As one might imagine the line of demarkation is not always 
clear. Furthermore even if the line is clear modern terminology may not 
be. The first line supervisor is variously referred to as a 11 supervisor, u 
"foreman" , "gang leader", "working foreman" and the like. This is 
particularly true in the industry selected for study. In any event, 
however, we are referring here to that supervisor who is, 11 just a cut 
above the union11 • 
In the area of promotion we will restrict our concern generally 
to seniority, its general determination and application to promotion 
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within the laboring ranks. It is in the field of application that the 
seniority - qualification struggle breeds and this brings cause for the 
earlier modification that actually the promotion study will center largely 
around the resultant conflict. 
THE NEED FOR SUPER VIS! ON: 
Supervisors probably took their titles from religious organi-
zation. The heads of Sund~ schools in d~s past were often referred to 
as superintendents or supervisors. The Chief minister of Methodist 
Churches and certain ecclesiastical officers of reformed churches of the 
Lutheran model are sometimes (or were originally) referred to as the 
11superattendent 11 • Nevertheless, the use of the words superintendent and 
supervisor have come into common usage throughout the English speaking 
countries and the religious overtones of their birth would be difficult 
to ascertain in many of tod.v's applications . 
The supervisor is a key man. He is not a management policy 
maker nor is he a laboring man. He is however, the man who directs the 
laboring man to carry out manage~nt 1 s policies. In this role he is 
often pressed in his allegiance to either management or labor. Forrest 
H. Kirkpatrick of Bethany College took cognizance of this situation in 
saying, 11Top management needs to be aware of the extent to which the 
1 first line supervisor is in the middle." The need for good first line 
supervisors is self evident from the management point of view. Without 
capable men (or women) in this area the management policies are either 
weakened in actual practice or perhaps doomed to complete failure. From 
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the working man's point of view the need for good first line supervision 
is not as readily noted. It is true, however, that employees are happier, 
more productive and sensitive to their role in the company's success or 
failure when they are working for a ngood boss". This is most important 
at the first line of supervision. As one studies a normal management 
organization he will note that concerns of humanity are tempered more 
and more by concerns of the corporation as he investigates higher and 
higher levels. This is probably as it should be, however, if the first 
line supervisor is unable to appreciate the concerns of higher management 
and translate the pros and cons into solutions of t he laborer's every d~ 
problems then he fails correspondingly as a supervisor. 
THE SUPERVISOR 1 S ROlE: 
One cannot be so naive as to propose that he can determine just 
what it is that a supervisor does. Learned men have tried and failed. 
The human aspects coupled with variations in organization, management 
aims and other non conforming factors lead to a situation which success-
fully defies specific determination. In a general w~ there are certain 
tangible characteristics. From a present d~ point of practicality the 
most important definition might be that of the Labor Management Relations 
Act of 1947 which reads as follows: 
The term n supervisor" means any individual having 
authority, in the interest of the employer, to hire, transfer, 
suspend, lay off, recall, promote, discharge, assign, reward, or 
discipline other employees, or responsibly to direct them, or to 
adjust their grievances , or effectively to recommend such action, 
if in connection with the foregoing the exercise of such authority 
is not of a merely routine or clerical nature, but requires the 
use of independent judgement. 
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The words "responsibly to directn were not included in t he 
original bill reported out of the Senate Labor Committee for ultimate 
enactment as the Taft-Hartley Act, but were inserted on the floor of 
the Senate by unanimous adoption of an amendment sponsored by 
Senator Flanders. Senator Flanders criticized the definition of "super-
visor" in the committee bill on the ground that the bill seened to 
cover adequately everything except 11 the basic act of supervising". 
He explained: 
In fact, under modern management methods, the supervisor 
might be deprived of authority for most of the functions 
enumerated and still have a large responsibility for the 
exercise of personal judgement based on personal experience, 
training, and ability. He is charged with responsible direction 
of his department and the men under him. He determines under 
general orders what job should be undertaken next and who 
should do it. He gives instructions for its proper performance 
of unfamiliar tasks to the worker to whom the.y are assigned. 
Such men are above the grade 11 str~mbosses, l eadmen, set-up men11 
and other minor "supervi sory employees" as enumerated in the 
Report. The essential managerial duties are best defined 
by the words "direct responsibility11 which I am suggesting. 
That the written word does not solve all questions is readi~ 
apparent from the mass of bargaining unit determination cases that 
constantly confront the N.L.R.B. For our purposes though, the Taft-
Hartley Act definition should suffice . It is interesting to note that 
this clause was not altered by Public Law 86-257, 1959 more commonly 
known as the Labor-:t-lanagement Reporting and Disclosure Act. 
SELECTION OF FIRST LINE SUPERVISORS: 
In most modern day cases the first line supervisors are drawn 
from the bargaining unit -- from the group or a similar group they are 
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to direct. Some moves have been made by some companies to produce their 
first line supervisors from external sources but these attempts have 
generally been unproductive of good quality supervision. The attempt 
is made nevertheless to over come the natural inclination of a supervisor 
to be a "good guytt -- to go along with his 11buddi es" with whom he used 
to work. The problem as yet has not seemed to have justified the use 
of an external source but in many cases the shifting of a foreman from 
his original group to another which does the same or similar work has 
proven effective. 
Selection becomes a major problem. This develops to some 
extent because of human problems as noted above but more often because 
of labor and management interest in the selection. This would seem to 
evolve from a divergence of viewpoint. Without attempting to judge 
relative merits we should note here what these viewpoints are. 
Management is normally interested in the factors of leadership 
ability, job knowledge and promotability . The usual management emphasis 
will be on the first and last of these. There is a faction in American 
management that promotes the thought that a good supervisor i s a good 
supervis or and that job knowledge must pl ay little if any role in the 
selection process . For higher management positions this may have some 
merit (though some authorities will disagree violently) . For the first 
l ine supervisor the theory generally fails . At this level there is 
difficulty in establishing what part of leadership ability is due to 
an individual's ingrown sense of directorship and what part is due to 
his job knowledge. Men at work will put up with rather severe directions 
and supervisory pressure if they feel that the boss "knows what he 1 s doing" . 
l3 
This makes it imperative at the first level that the man have job know-
ledge, however, management's concern for leadership ability and promota-
bility is well supported. The importance of this selection to the long 
range plans of management -- hence the long range fare of the company --
is well noted by Hubert Clay when he writes, 
At no l evel in the organization is management 
more interested in identifying those "most likely to 
succeedll than at the first level of supervision, where an 
employee of promising qualifications ceases to be a me~ber 
of the rank and file and becomes a part of managemant. 
A union on the other hand has announced concerns over the 
selection process centering around the points of job security and impar-
tiality. Both of these points have merit as do the concerns of manage-
ment . In effect what unions are attempting to accomulish is a high degree 
of objectivity in personnel selection. This, as unions have found is not 
only difficult but it is even more desirable at times. On the other hand 
the abuses of free selection by managements when such freedom was avail-
able lend considerable weight to the laboring man's cry for fairness . 
As the Personnel Director of two New England utilities noted in corres-
pondence, "Probably, if years ago the boss had not promoted his nephew 
and son-in- law, we would not have the conditions we have at present. 11 
The desire for job security is well advanced . In some industries the 
question has yet to be resolved. Automotive, steel, non-ferrous metal 
and other workers are constantly plagued by lay-off and re-hire questions . 
Selection for promotion helps to defend a~ainst the lay-off. Most 
managements would like to hold their key men and, recognizing this, unions 
try to get the older men into these positions . 
This brings up the use of seniority for it is through seniority 
that the union attempts to establish objectivity and security. Probably 
to a greater degree than most other labor-management discussion topics 
seniority has emerged as significant . One authority in fact, notes that 
the general principle of seniority is as ol d as the entire employee -
3 
employer relationship while another remarks, 11 The concept of seniority 
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has become almost synonymous with the concept of unionism itself." 
Not the least among its merits in the question of promotion selection 
(from the union's point of view) is that it is most easily supported 
before a boqy of fellow workers. Management's means to its end, alas, 
are not as easily defended. 
AN AREA OF CONFLICT : 
Essentially, then, we have developed five criteria for pro-
motion selection. These are leadership ability, job knowledge, 
promotabilit,y, job security and objectivity. The last is more a creed 
to be followed in the other four . Management generally adopts a view-
point that complete objectivity through seniority cannot take proper 
cognizance of a man's abi lity at leadership. Further, it is not 
direct ly related to job knowledge nor is seniority any indication of 
promotability beyond the first line of supervision. A union on t he 
other hand will point to management's inability to gi ve specific measure-
ments of those criteria that it considers valid. In the absence of 
measurement t he union naturally deduces that objectivity cannot be main-
tained. There is much to support this line of reasoning. In short, 
management has difficulty being objective in its subjectivity. Without 
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a good means of measure the union leaders find themselves (even if they 
agree with management) in an i ndefensible situation when judged by their 
fellow workers. 
Certain common problems develop. The most commonly noted is 
that of the capable ambitious younger employee who finds himself held 
behind the older, less ambitious (possibly less capable) employee. 
Many unions are plagued with internal problems arising from just such 
a situation. As one author points out: 
• • • the grievance against t he union is a phenomenon 
of ever-increasing i mportance in contemporary industrial relations, 
and the best examples of such gr~evances in (one) local happen 
to be those involving seniority.5 
Strict adherence to the seniority principle will almost 
certainly create havoc in the company. Most unions seem to recognize 
this but with a published and well advertised obligation to protect and 
preserve t he older worker the area for negotiat ion with management is 
small and politically dangerous. 
The long range detriment to a concern is in the fact that 
the lack of subjectivity in seniority sometimes denies management 
its most effective (hence its most efficient) first line supervisors. 
As a resultant corollary the union finds itself deprived of t he good 
bosses which its members need and desire . So far most unions have seemed 
to adopt the attitude that t hey would rather live wit h the ills of 
object ive seniority than the more subjective aspects of management's 
aims in selection. 
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HYPOTHESIS 
The foregoing acts in some manner as an introduction to the 
study's main concern. This can best be stated in the following manner: 
Complete objectivity during advancement through union classi-
fications (by strict adherence to seniority principles) adversely affects 
the quality of first line supervision. 
We develop this hypothesis by noting that a) seniority pretty 
much controls the movement of employees upward through the ranks and 
b) first line supervisors are generally selected from the ranks they 
are to govern. It appears more than just possible that the management, 
when selecting its first line supervisors, will find itself unhappily 
in the position that it must promote someone less than the best into 
management ranks because the best candidate has been suppressed by 
older employees. 
Let me add here that this suppression is not at all an act of 
malice. It is merely a si tuation that has developed from the constant 
application of seniority during promotion and the resultant holding back 
of the younger employee. Let us also make clear that the younger 
employee is not mandatorily more aggressive and adept and likewise the 
older employee is not alwey-s an n old fuddy duddy11 • It is this very lack 
of interrelation between age and ability in fact that leads management 
to develop alternative measurement criteria. The need to consider job 
knowledge however (from management's point of view), is the stumbling 
block. A person held back b.1 more senior fellow workers may have little 
opportunity to learn or develop the skills of the higher rated work in 
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his group. This lack of job knowledge t hen may be the point which leads 
a management to the aforementioned unhappy decisi on. 
18 
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Chapter II 
STUDY DESIGN 
RANGE OF APPLICATION: 
As the hypothesis is contemplated it becomes increasingly appar-
ent that here could easily be a problem in practically all industries . 
As noted earlier, seniority in promotion has become almost universal in 
its application. Heavy and light industry, marketing concerns, insurance 
companies, utilities and others have found themselves confronted to some 
extent with seniority considerations in promotion. The number of super-
visors is large. Most large organizations have a supervisor far every 
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eight to twelve men. There is some reason to believe that even non-
union companies will have some seniority considerations. In a stuQy 
reported by James Healy it was indicated that promotion by seniority was 
the same in union and non-union plants. 
Furthermore the need far good supervision is not confined to 
a particular plant or industry. Any organization dedicated to turn an 
investment into a return is in need of good supervision. True, entire 
industries m~ suffer from poor supervision thereby placing them all in 
a relative competitive position but the one who eventually emerges as 
the leader can very well be the one who, 11 isn1t as bad as the others." 
In addition, outside competition in the form of alternate products or 
substitute materials will eventually force all companies to revive their 
poor supervision or lie behind the pack . Witness the steel industry. 
At one time steel reigned almost unchallenged in the material supplY 
field but now the inroads of alternate materials in the form of non ferrous 
metals and plastic has caused a change in management philosopny. Where 
the steel industry leaders once lead in the annual wage increases (the 
period 1945-1955) they now are attempting to stem the tide. There is 
20 
no doubt but what foreign competition has pl~ed a major part in this 
r eversal but much of the pressure comes from sources within our boundries . 
It should not be construed that this example is necessarilY one of poor 
supervision. It is cited to show the ever present effect of competition 
on manageroont 1 s decisions and the value in all industries of having front 
line supervisors capable of carrying management's decisions into action. 
INDUSTRIAL AREA SELECTED: 
Viewing vlith some alarm the enormity of the industrial applica-
tion of the hypothesis it appeared judicious to limit this study to a 
specific area. The limitations imposed have been both industrial and 
geographical. The selection has been that of New England Energy 
Utilities . Before proceeding further the tenn nEnergy Utility" should 
be defined. For the purposes of this study one should accept t his to 
mean electric and gas public utilities . One might remark that there 
are no others but a moment of reflection wil l reveal that transportation, 
communication, water and other companies are often times classed as 
utilities . In some areas of the country grain elevator operators and 
similar operations have been classified as utilities . Once one engages 
in an enterprise in which he has certain sole rights through franchise 
agreements or other means he is quite apt to be a utility -- assuming 
his service is of value and more or less important t o the health, wealth 
and/or safety of the citizens. The term "energy utility" then, will 
refer to the electric and gas companies and the absence of the word 
"energT' will not change this assumption unless specifically stated. 
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Furthermore the study will encompass all electric and gas 
utilities . This comment may r equire clarification. Some utilities are 
"central'' utilities . By this we mean they service an area completely 
contiguous and under a central management. Other util ities are 
"divisionalll utilities . This term denotes the type of utility that 
oner ates in two or more geogra hical areas with some degree of autonomy 
at each location and a form of central management supplying policy, 
finance and certain staff and engineer ing functions . There is further 
definition in the energy utilities between singl e and combination t ypes . 
The first of these is one which supplies a singl e energy source -- in 
this case either e l ectricity ar vas -- and the second is one which 
supplies both. 
In New England we have all t ypes of energy util ities . Ther e 
are , for instance , combinat ion divisional utilities , combination centr al 
utilities as well as single fuel divisi onal and single fuel non- divisional 
(central ) types . It is felt t hat t hese variables will not s eriousl y 
impair the inves t i gati on and in fact may give a good means for comparison. 
REASONS FOR AREA SELi:CTION : 
Sever al r easons go into the sel ection of a topic . Several 
mor e go into the sel ection of the study area. In this particular case 
t he selection is based primarily on two factor s . First, the study 
will encompass activi t y local t o the institution and therefore of certain 
special interest. Second, t he writer has been employed for several years 
in various phases of the New England utility industry and can draw upon 
his own experience to hel p br ing together the intanPible aspects in the 
fiel d of study. 
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This second point is especi ally important for, as will be found 
i n the next chapter, the published information is practically non- existent . 
Through the local associations, Electric Council of New England, New 
England Gas Association and others, information can be developed which 
greatzy enhances the investigation. Also of importance is the availability 
of professional guidance in the particular field of study. Personnel 
Manager s would not care, normalzy, to discuss some of the features 
involved such as their personal approaches to r emedial action and contract 
interpretations unless they were assured of strict confidence. This is 
most easily accomplished by being a part of the industry. There is a 
definite need for an introduction to the various gentlemen who guide the 
personnel policies of the New England utiliti es . Another important 
consideration in this line of thought is the availability of mailing lists 
for correspondence purposes . 
In the final anazysis there could well be a direct benefit 
through this study to the author's company and possibly the local indus-
try. Assuming the hypothesis to be sustained certain corrective 
measures may be indicated. On the other hand, assuming the hypothesis 
to be disproven the problem will have been studied and an evaluation made 
available to guide the utilities in developing personnel policies, con-
tract clauses and the like. 
As a final reason for selecting this study area the author has 
had personal experience in this labor relations field. Such experience 
encompasses first line contact with uni on representatives through grievance 
procedures, representation elections, bargaining unit determination, 
arbitration, mediation, contract negotiation and other allied actions. As 
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it develops in subsequent chapters an understanding of utilities • pecu-
liarities is essential to proper interpretation of the data. 
24 
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Chapter III 
DATA ACCUMULATION 
GENERAL LITERATURE: 
A search of general literature was inaugurated along convention-
al lines . The appr oach followed the form developed under the Library 
of Congress system. Such fields as promotion, seniority, qualifications, 
selection, supervision, training and the like were pursued. Standard 
abstracting services were scanned to catch periodicals. Periodicals 
prior to the Second World War were generally disregarded. As a matter 
of fact it soon developed that this field is growing so fast and changing 
so often that a literature search prior to the nineteen fifties must be 
restricted to historical or background data. 
In general the literature search was not too fruitful in the 
area of texts. Many periodical publications were found however and, due 
to the constant movement in the field, these seemed to be most reliable . 
In the area of employee selection for example, it was possible to follow 
development of sources -- both internal (to the company) and external. 
Further, the periodicals proved up to date and informative on the matter 
of selection techniques. By and large these techniques were susceptible 
to categorization in one of three types; personal appraisal, testing and 
merit rating. 
Training became a large part of the study. The various types 
both formal and informal were evaluated quite well by the various authors. 
In this connection however the lack of direct study in the utllit.Y field 
made it mandatory that certain modification of thought be employed during 
the evaluation stage. Two studies, one by a consulting firm and another 
by a utility association aided in making these reservat ions. 
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Lastly a survey of literature was included to turn up pecu-
liarities of the utility business relative to other industries which 
might shape the tenor of activity in l abor-management relations. This 
l-Ias carried out at two levels. One was the national level (with a New 
England comparison study) to seek out oper ating, accounting , sales and 
economic variations and the second l evel was strictly local (New England) 
27 
to ascertain special problems that might hel p to shape individual r esponses . 
CASES : 
As was found in the general literature sea~ch, the problem posed 
by the hypothesis is relatively virgin in nature . In fact , aside from 
some reference made in the reports mentioned above the on~ strong possi-
bility seemed to lie in a study conducted by Messrs. Slichter, Healy and 
Livernash tentatively titled 11 The Role of Ability in Determining Employee 
Status" . Unfortunately this study is yet to be published and even then 
it is not expected to treat the question directly. The idea of seniority 
promotion 's final effect on a company by deter iorating supervisory ability 
is more subtle than the auestion of ability alone. 
This same problem plagued the author in a case search, neverthe-
less, cases of the National War Labor Board and National Labor Relations 
Board were studied under the various headings of senior ity, promotion, 
ability and so forth. Furthermore the sources of arbitration rulings 
such as that of Commer ce Clearing House were studied under the s arne or 
similar headings . 
LEGISIJ.TION: 
No direct r eference to this pr oblem could be noted in the major 
labor-management acts. The National Labor Management Relations Act of 
1947 (as amended) did, however, supply a background for evaluation of the 
N.L.R.B. cases. In this capacity, the legislative study proved helpfUl 
as was noted in chapter one under 11 The Supervisor's Role" . 
LABOR STATISTICS: 
The Bureau of Labor Statistics reports do not supply information 
directly relative to the subject. The rather oblique nature of the subject 
for study escapes the Bureau's field of investigation. These reports 
do not touch upon the subject in any event, but for background data on 
New England, its economy and national stature, they were invaluable. 
LABOR CONTRACTS: 
In this area the author found the most fruitful source of base 
information. The necessity to study each company's agreement was 
immediately apparent. The comparison between the written word and actual 
practice was seen to be a real clue to the effect, if any, of seniority 
on the development of supervisors. Many contracts were studied. One 
group of recent but non-current contracts in the electric and gas utilities 
(both in and out of New England) was compared among themselves far region-
al variations, differences between unions, general wording and the like. 
The New England contracts were then compared with current contracts for 
the same companies to determine recent changes, if any. The contracts 
afforded an excellent means of establishing comparative data and activity 
within the industry. The data was available also for comparison with 
other industries . 
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QUESTIONNAIRE: 
The data developed from contracts was only part of the need. 
Some indication was necess~ from the point of view of the man who makes 
the decisions as to contract interpretation, definition and the like. 
Personal contact was the only answer. This took two forms -- question-
naire and interview. The need was obvious. No author could be found in 
the literature search who had taken this particular approach to this 
problem. The problem itself was only covered in passing comments by a 
few authors and other investigators. As noted earlier Slichter et al's 
study is not yet published and the sources were apparently not available 
though an attempt was made to obtain them. 
Furthermore, utilities as a group are generally excluded from 
labor studies. v~ this is the case is not clear. Utilities form one 
of the biggest segments of our national economy. Perhaps it is because 
of the more stable labor situation in utilities as contrasted to the 
cyclical trends of heavy manufacturing and assembly. 
The natural resolution of these factors leads one to develop 
a questionnaire forn1 of approach. A local area had been selected for 
study, personal connection with the industry plus an introduction to 
reliable sources assured a good degree of accuracy in evaluating a returned 
questionnaire. Furthermore, the advantages of a primary data source 
could not be overlooked. 
INTERVIEW: 
The use of interviews followed the questionnaire quite naturally. 
The locality under study was geographically well suited to this approach. 
Again, many of the factors that made the questionnai re so attractive 
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likewise supported the decision to r esort to intervi ews . Another fact or 
only br iefl y noted so far is the lack of specific bounds . The entire 
fiel d of labor-mana6ement r el ations is so much a process of shaping 
opinion i t seems i mperative t hat the opinions of men in the field be 
determined. I t would seem that t his same r eal ization perpetr ated the 
Brookings Institution ' s t hr ee year study r ecently compl eted in l·Thich men 
of i1nportance in t he field were interrogated, the answere eval uated and 
presented for publication. 7 }'urthermore , through interviews the bounds 
of study are clarified . 
The intervi _,ws l-Tere conducted in these media, telephone, corres-
pondence and personal appearance . 
SPECIFIC TECHNIQUE : 
In view of (especially) the personal opinion aspects of the pro-
blem it seems appropriate to describe more fully the approach to inter-
view and questionnair e phases of the investiration. The selection of 
personal interviewees was controlled by two dominant factors. The first 
of these is the geographical consideration noted earlier and the second 
is the necessity of personal introduction. Both of these bound-producing 
considerations were evidenced in the data gathering phases of the study 
however their effect is not considered damaging to the overall accuracy 
of the results . Some ~eneral statements regarding the selection process 
do seem necessary nevertheless . 
All of the interviewees were management people . This is due 
to two factors also . ~irst , only man~ement representatives are willing 
(as a general rule ) to make stateMents regarding plans, trends and 
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techniques to another manapement person. The author as a member of 
management automatically r estr icted himself to this 11 one sided" apnroach. 
Secondly, the question of seniority is so closely allied to unionism 
itself that no union representative of merit would develop any tendency 
to deviate from a blind adherence to its principle. Furthermore , union 
representatives are diffic~lt to approach on policy matters -- particu-
larly whe re the request is made on a l ocal l evel . 
Another feature of the interviewee selection is that within 
management it is necessary to contact those who have a responsible 
position in the shaping of industrial relations policy. This means 
that to get reliable information it is i mperative that a near- top l evel 
strata be involved. This could easil y be a stumbling block in studies 
of this type and scale . In the case of this study however, valuable 
assistance was afforded the a1.1thor by introduction to members of the New 
England Re2ional Utilities Group. This group is typical of utilities' 
characteristically cooperative attit ude toward one another on oroblems 
of mutual concern . The or~anization includes over 50 ~as and electric 
utilities t hr oughout New England and neighboring states as well as 
several individual members . The company representatives are all of a 
caliber to satisfy our r equirements for authenticity of information . 
Contact through a reliable intermediary afforded a personal introduction 
and gave the company involved an assurance of ethical performance on 
the author ' s part . 
i nformative dat a . 
This hel ped imMeasurably in obtaining reljable and 
As noted earlier the interviewing was carried on in three ways , 
telephone , correspondence and personal appearance . The personal 
31 
appearance portion followed two techniques, semi- formal and informal. 
The major part of this work was of the informal nature . The s emi-formal 
interviews nevertheless covered two of the largest Ne~1 England utili ties 
in considerable detail . One of these companies, a single f uel central 
utility, is the largest of its type in the six state area. It is also 
one of the major utilities in the country. The other utility is a 
divisional, dual fuel company operatinp in five of the New England states 
and is also one of the nation's leaders in its field. From the point 
of view of investment, number of customers, employees, production and 
other common comparative characteristics this latter company probably 
stands as the largest New England utility operation. In each of these 
companies the Vice President responsible for labor relations and the 
Personnel Manager (or Director of Personnel as was one case) were inter-
viewed on a 11 semi-formal11 basis. 
The term 11 semi- formal 11 is designed to indicate that only a 
general topical outline was developed in advance of the interview rather 
than the more usual prepared questions . The r easoning here was that 
the study had already indicated a need for a questionnaire and t he incor-
poration of similar tecP~iques in the personal contact instance would 
seem redundant and a waste of a val uable opportunity . As will be noted 
subsequently, the a:Un of these i nterviews was more to~rards determining 
the existence of a problem (these two companies split on the basic ques-
tion), reasons why or why not and if one exists what areas might appear 
to be ripe for corrective measures . 
and of tremendous value. 
To this end they were successful 
The informal interviews were carried on through business 
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associates . The author, being active in association work, was helped 
greatly by fellow committeemen:from the New England area. By announcing 
the study in progress many discussions were initiated and the thinking 
of many comparv repr esentatives explored in some detail. 1>1ainly there 
were two techniques . One was the individual discussion and the other 
a "round table 11 type . Some of these i nterviewees were personnel people 
and others (the majority) were not . This made it necessary to personally 
edit some comments in light of the interviewees' major field of interest . 
The results of this informal apnr oach were of great assistance in 
correl ating subsequently developed data. The lack of "stiffness" in 
these discussions was marked and the co~nents made were assured to be of 
a genuine "off the record" nature which is sorely needed in work of this 
type . One particular interviewee, nm-1 in a very responsible management 
position was at one time president of one of the more vigilant union 
locals in New England and offered some interesting personal observations . 
Another interviewee , also a past union local president, played a part in 
the early development of the ID1WA 1 s District 50 as noted in James Nelson ' s 
book on the subject . OUt of these discussions the existence of a pro-
blem became clear . Details surrounding it awaited further investigation. 
The interviews were only the start and were aimed at finding 
the following : 
1 . Interviewee ' s personal opinion relative to the existence 
of inadequacy in first line supervision, to what de~ree it might exist 
and the reasons for its existence . 
2. Interviewee ' s personal experiences and the examples on which 
his judgement was based. 
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3. Interviewee 1 s thinking as to what steps could be taken to 
correct the pr oblem. Was correct~on necessary or worth the effort? 
In every case the author acted as interviewer. 
nee the personal interviews ·Here consummated the material so 
gather ed was used in the following ways : 
1 . Designing a questionnair e . 
2. Interpreting the questionnaire . 
3. Preventing an imbalance effect due to the author 1 s nre-
determined opinions . 
Though listed last the curbing effect that others' opinions 
had on the author ' s oersonal thoughts was significant . It was certainly 
a major benefit f r om this phase of the study and though somewhat allied 
with the second use listed above it is of su~ficient stature to warrant 
individual reco~it'on. As a background for makin~ intelli ent observa-
tions in r egard to the auestioTh~aire returns , the intPrviews (or dis-
cussions if one might wish) were equall y valuable . The design of the 
questionnaire would have been woefully inadequate had the interviews not 
been experienced. One interviewee in fact , upon hearing of the olan to 
send out a questionnair e offered to review the initial draft and make 
comment upon it . Needless to say such an of fer was immediately accepted 
and the relationship was strained to the point of commenting on a second 
and third draft as well . 
The questionnaire itself proved to be t he major source of 
substantiative data. A c opy, as it rras released to me1nber companies of 
the New England Regional Uti lity Group, appears in the appendices . A 
letter of transmittal acting as an introduction of the author, briefly 
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outlining the hypothesis and assuring ethical use of the data accomoanied 
the questionnaire . Upon receipt of a complPted questionnaire a letter 
of thanks was sent to the respondent . The l etters are purposely not 
included in the appendices as they mention specific personalities. 
Thjs was deemed necessary to gain the introduction to and confidence of 
the respondent . I n this latter light it was agreed that no specific 
cor·oany or individual •t~ould be connected wi th a particular statement . 
Such anonymity seemed prudent considering the public property aspect of 
this ftudy. The response under these conditions was excellent . Two 
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thirds of the questionna.ires (35) were r eturned. One of these was not 
comol eted for r easons personal to the particular company. Of t he 34 others 
four were separated for statistical purposes because the company was not 
unionized or because the comnany was located outside New Enpland. As 
a resul t the statistics presented in the appendices are for the most 
part covering 30 unionized energ~r utilities in New England. 
In designing the questionnaire v ~rious areas were to be investi-
gat ed. Though, as will be developed later in this work, it is theor etic-
allv pass ble t o have good quali tv sup rvision and always follow a strict 
seniority promotion into it, t ne probability of it occurring naturally 
is extremel y remote . Henceforth the key point of t he questionnaire 
l ies in quest ion number ten , 11 \..Jhat percentage (rourhly) of yonr promotions 
in r ecent years have been other than the senior employee?" Question 
lOA, 11\-lould the percenta~te have been the sc:me without a union?n was 
nearly of equal import<mce . It l-Ias considered that these percentages 
(question 10) would make v<lluable comnarisons with other parts of the 
auestionnaire . Such, as will be found in the ensuin~t text and t he 
appendices, wqs an unusually perceptive e~Jectation. 
As examples of the type of relationships thqt can be made the 
following is offered : 
an effect? 
1. Does merit ratinp have any effect on junior advancements? 
?. noes testing for qualifications at time of promotion have 
3. Are the comnanies who test and/or use merit rating content 
with their nromotion experience (utilizing questions 1' A and 11)? 
4. Does the t.ype of selection for advancement (postine vs 
next lower classification ) show any tendency to alter t he percenta?es in 
question 10? 
5. ·Jhat effect do the companies 1 sizes have? 
6. Are there any diffe~ences betwPen unions? 
It is evident tha1. there are many other comparisons that can 
be (and were ) made . 
The questionnaire studied other areas too . The aotual tend-
encies in a numerical sense on such questions as method of selection for 
advancement, types of union orryanization, amount of activity in seniority 
clauses, use of merit rating and testing , personal opinions surrounding 
the true force of seniority in promotion and so forth. 
At the same time the questionnaire was designed to be concise 
and to the point . Here the help of others was found to be invaluable . 
It is felt that the results obtai ned are authentic, the material is the 
best thinking of mana~ement men in the personnel field and the statistics 
subseouently evolved can be considered reliablP. The author is further 
confident that the inte "'View bacJ.:ground material has made it possible to 
present in this study a clear analysis of the data collected. 
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Chapter IV 
THE UTILITY PICTURE 
GENERAL COMMENT: 
Normally Chapter IV might be included in some other portion of 
the paper, however, for various reasons it seems proper to set aside a 
special section for the background material relative to utility 
operation. First, as will be noted in subsequent areas of this paper, 
the utility business is in many aspects, 11 a different breed of cats." 
Many factors of competition, management emphasis, personnel regulation 
and other topics tend to create problems of operation unlike those of the 
steel, auto, shipping, tourist, chemical and other industries. 
Secondly, there is a definite lack of labor-management texts 
aimed specifically at the utility field. For this and perhaps other 
reasons the reader, though undoubtedly knowledgeable in other fields of 
industry, m~ be hard put to recognize the impetus behind specific actions 
or attitudes of utility executives and labor l eaders . 
Thirdly, for some reason or reasons the business student is 
often of the opinion that utilities are static, apathetic and 
unprogressive. A continued belief in this general (erroneous) light 
would seriously hamper a proper understanding of the problem at hand. 
Why, for instance, is proper supervision of such importance in the utility 
field? How many companies in the building trades as an example, can 
honestly make the claim (as one major New Engl and utility does) that one 
out of four employees have been continuously in its employ for at least 
a quarter century? Many readers would be surprised at the tense compet-
itive struggle constantly underway among different utilities offering 
similar services or anong utilities and non-regulated companies offering 
competitive energy sources. 
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It seems wise then, that a portion of the paper be set aside 
to explain in brief what utilities are, what they represent, what problems 
they face, the type of people that work for them and where they hope to 
fit into tomorrow. This is the purpose of Chapter IV. 
ELECTRIC UTILITIES' NATIONAL STATURE: 
In 1958 the personal expenditure ~or services in the United 
8 
States approximated 112 billion dollars . Approximate~ 4% of that 
expenditure was for electric power. Industrial and COOllllercial customers 
more than doubled the expenditure. All in all, the expenditures for 
electric power generated in the United Stated totaled some nine and three 
quarters billion dollars in 1958 and by 1960 had reached over eleven and 
9 
a half billion dollars . The total investment in investor owned electric 
10 
utilities in the Unit ed States in 1960 was over 54 billion dollars . 
Accurate asset values of government owned and operated electric utilities 
are difficult to obtain but their additional effects are known to be 
significant. 
All of this came from a kite and a key. The growth of the 
electric industry is one of almost unbelievable proportions . Since 
World War II, for example, the electric energy revenues have nearly quad-
rupled. In comparison with other heavy industries this is just short 
of phenomenal. The automobile industr,r, for example, is still trying to 
get back up to sales figures achieved over six years ago while the 
el ectric utility industry has increased its revenues some 40% in the 
same period. 
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ELECTRIC UTTI.ITIES 1 FUTURE: 
In the years to come the electric utilities should share ex-
tremely well in the division of our gross national expenditures. It is 
anticipated, for instance, that the 1960 load on our electric generating 
equipment will be doubled by 1970. The growth will be in practically 
all areas -- residential and commercial. The Rural Electrification 
Administration has very nearly completed its initial purpose and much 
of the new load growth will come in fann areas. One of the more spec-
tacular growths has been, and should continue, in the air conditioning 
field. New, but growing fast, is the electric home heating market. 
Several factors are combining to make this practice feasible whereas less 
than ten years ago the idea was not economic in most areas of the country. 
Transmission dependability has been improved, higher transmission voltages 
are in use and electricity-to-heat conversion units have become more 
efficient. Electric water heating, for instance, is an announced sales 
key of one of New England's largest electric systems. 
New commercial and industrial epplications will develop in ad-
dition to increases in the existing applications. The atom power field 
has called for tremendous electric generating capacity to power accel-
erators and other experimental equipment. The aluminum industry needs 
great sources of low cost electric power. It is to be presumed t hat new 
materials under development today will be in part refined by electrical 
processes. 
40 
GAS UTILITIES' NATIONAL STATURE: 
No less spectacular than the electric industry is the gas industry. 
In 1960 the total gas utility revenues in the United States stood at 5,600 
million dollars . Though just under half of total electric energy revenues 
it is essentially all the result of investor- owned utili~ operation whereas 
over 2 billion dollars of the electric revenues (same period) were from 
government developed and operated systems . Of further interest is the 
fact that over half of the gas revenues came from residential customers . 
The most amazing thing in relation to the gas industry however, is that 
since the (second) World War the total revenues have increased over five 
times .ll Because of rate peculiarities of gas transmission and distribu-
tion company operation the total operati ng revenues of all investor-owned 
transmission and distribution companies can be placed at eight and two thirds 
billion dollars in 1960 which is less than a billion dollars below the in-
vestor-owned electric utilities .12 Total assets of these gas companies 
stood at just under 24 billion dollars in 1960 which makes an interesting 
comparison with the electric investment - revenue ratio.l3 
GAS UTILITIES 1 FUTURE : 
In the years to come the gas industry should share equally well 
with its electric counterpart. There will be some direct, hard competition 
for the domestic heating market. Gas will continue to make strong advances 
in the industrial heating field . Transmission facilities will be increased. 
It is estimated by r el iable sources that in 1970 there will be 44 million 
customers burning 15 trillion cubic feet of natural gas annually. It 
will be transported through 861,000 miles of pipeline . 
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GAS UTILITIES ' ATIOUAL STATURE : 
Uo l ess spectacular t han the electric industry is the gas industry. 
In 1960 the total gas util i t y r evenues in the United States stood at 5,600 
million dollars . Though just under half of total electric energy revenues 
i t is es sentiallY all the r esult of investor-owned utili~ operation whereas 
over 2 bil lion dollars of the el ectric revenues (sane period) were from 
government developed Bnd operated systems . Of further interest i s the 
fact that over half of t he gas r evenues came from r esidential customer s . 
The most amazing t hing in relation t o t he gas industry however , is t hat 
since t he (second) World War the total r evenues have increased over five 
times .ll Because of rate peculiarities of gas transmission and distribu-
tion company operatior the total operati ng revenues of all investor - owned 
transrl'\ission and distribution companies c an be placed at eight and two t hir ds 
bil lion dollars in 1960 which is less t han a billion dollars below t he in-
vestor- owned electri c utili ties . 12 Total assets of these gas companies 
stood at just under 24 billion dollars in 1960 which makes an interesting 
compari son with the el ectric invest ment - r evenue r atio . l 3 
GAS UTIL!TIES ' ~~TUPX : 
In the years to c ome t he gas industry shoul d share equal ly well 
with its el ectri c counterpart . There will be some direct, hard compet i t ion 
for t he domesti c heating market. Gas will cont inue to make strong advances 
in the industr i al heating fiel d . Tr ansmission faci l i t ies wi ll be i ncreased. 
It is estimated by reliable sources that in 1970 t here will be 44 million 
customers burning 15 trillion cubic feet of natural gas annually. I t 
will be transported through 861, 000 mil es of pipeline . 
This is a 50% increase over the 1958 figures and represents the energy 
equivalent of some 750 Hoover Dams . The t otal investment required will 
be about 48 billion dollars . The entire business will have grown to 
this stature in just about 100 years . In energy equivalents gas now 
(1958) supplies about a third of the nation's energy needs14 or roughly 
five times that of the electric industry. l5 
The gas industry predicts several research advances in the compe-
titive struggle with which it hopes to increase its market. Most publi-
cized are the various fuel cell and thermoelectric generating devices that 
convert gas or gas flame directly into electrical energy . On the other 
side of the scale the industry notes that there are more gas lights in 
use in the United States now than at the peak of the so-called 11Gas Light 
Era" and what 1 s more t he lamps are selling at a greater rate t han at any 
other time in the history of the country. 
COMBINATION UTILITIES : 
The picture for the electric and gas (combination) utilities is 
basically the same as that of the single fuel type . There is a somewhat 
different marketing problem with these utili ties however. It has been 
evidenced t hat managements of the combination util ities are inclined to 
f avor t he higher earning side of t heir business when a marketing conflict 
arises . One of t he largest utilities in t he world is a combination 
utility. It is not in New England. At one time this company's annual 
report showed greater earning power on its electric plant, however upon 
conversion to natural gas and a resultant lower fuel cost the gas plant 
moved ahead of the electri c plant in terms of earning power. Correspond-
ingly the management emphasis seemed to swing with the shift in earnings . 
This is not to s~ that a combinati on utility neglects its lower earning 
properties . Quite the contrary is often the case. In the exampl e 
cited above for instance, the management has poured literally millions of 
dollars into an atomic generating station to examine this energy source 
for competitive feat ures. Likewise plans are under discussion t o bring 
coal into the gener ating stations direct from the mines by pipeline. 
Combination utilities are obviously established on t he predication that 
there is enough business for all fuels . Ther e is much to support this . 
FEDERAL GOVE~~ REGULATI ON: 
Ener gy util ities are under considerabl e regulation. This is 
not necess arily a problem, however cooperating with regul at ory bodies does 
constitute a major portion of a utility management ' s eff orts . I n the 
federal field t here are several agencies that have jurisdiction or control 
over particular segments of the operations . Many agencies, such as the 
Interstate Commerce Commission, National Labor Rel ations Board and the 
Securities and Exchange Commission are held in common with other industries . 
In the case of the S.E.C. however some of t he controls are mor e precise 
in view of t he Holding Company Act of 1935: 6 Other regulatory bodies 
not always common with other industry would include the Federal Power 
Commission and the Feder al Communications Commission. Gaining in 
interest though not yet of a controlling nature is the Civil Defense 
Administration. 
All interstate franchises come under the scrutiny of the F. P.C. 
Furt hermore the wholesale re-sale of energy moved interstate is of F.P.C. 
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concern . Energy purchased from interstate transmission lines is subject 
to r ates which must be apnroved by the F. P. C. The gas indust~J has only 
recently found that certain intrastate operations are under federal con-
trol.17 
Inasmuch as many utility functions are far-flung and communica-
tion needs are abnormal , comnanies often r esort to radio transmission . 
Furthermore the use of microwave facilities has become almost standard in 
long transmission line operation. Some of the gas transmission communi-
cation and automatic control systems are among t he most advanced in the 
world. Not to be outdone the electric industry has moved into the remote 
control field for operating line switches, peaking plants and the like . 
The allocation of band space is an increasingly difficult problem. An 
organization known as the Nat ional Committee for Utilities Radio has been 
formed as a control agent to centralize efforts in connection with the 
F.c.c. 
LOC~ GOVEFUJ}~~IT REGULATION : 
On the local scene a utility must cope with considerable further 
regulation. Of primary importance is the state Public Utility Commission 
or Department of Publ ic Utilities . This group will approve or disaoprove 
rates, establish accounting practices (this is now uniform throughout the 
United States) , act as t he guardian of the customers, appr ove franchises 
and certain other actions . It will also check meters to see if they are 
accurately measuring the service to the customer. 
In addition public utilities work closely with Health Commissions, 
Building Commissions (piping and wiring codes are often enforced ~ such 
groups), Public Safety, Civil Defense, Water and Sewer Commissions , Se-
lectmen and numberless other groups . 
A utility is expected to be a civic leader. In much the same 
way as the high school gymnasium is used for the local citi zens the elec-
tric and gas utilities are asked to take the lead in city and town 
modernization planning, Red Feather or United Fund activities and the 
like. 
Far from being looked upon as a burden the regulation programs, 
when intelligently administered, are considered a normal part of busi ness 
by utili ties. I n some cases the regulatory bodies find that t heir work 
has been of great mutual benefit to both t he consumer and the utility. 
Far from the truth is the concept that utiliti es are assured their busi-
ness. Utilities are all in a tough competitive market that is quite 
different from the usual retailing venture . Regulation is often an aid 
in keeping an economic balance present in the overall picture . 
FINANCIAL CONSIDERATIONS : 
Helping to shape a utility management's viewpoint somewhat 
apart from other industries are peculiarities in financial matters . 
High debt ratios, cash flow problems, large numbers of customers, small 
average bills, prescribed account forms, unusual bad debt problems and 
so forth tend to channel management's thoughts . Tables I and II are 
somewhat s elf explanatory. The most unusual features of a utili'GY 
balance sheet are the high long term debt ratios (over 40%) and t he com-
plete lack o£ product inventory. Due to the nature of the product it's 
either L-npossible or difficult to store for future sale. The gas 
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industry is in a somewhat better position here than the electric in that 
gas is a physical thing. It is being stored but the peaks in gas dis-
tribution are daily measures for the most part while the electric peaks 
are often ten minute or quarter hour measurements . The relatively long 
"peak duration" of gas transmission and distribution work more or less 
nullifies any "advantage" that might exist. As a matter of fact if gas 
were not storable it would be impossible to operate a gas utility. The 
amount of storage nevertheless is negligible and in eff ect we can assume 
no product inventory for utilities in general. 
Of further concern are the relatively high reserves for retire-
ment shown in the tables. Utility plant is a long l ived item. Many 
utilities can point to portions of their plant that are over 100 years old . 
Accounting practice currently calls for original cost assessment of capital 
and this l eaves management with a deep rooted problem when replacement 
time arrives. 
LABOR-MANAGEMENT CONSIDERATIONS: 
Narrowing down to labor considerations we note several identify-
ing characteristics . Employees in utilities are more company oriented 
than in most other industries. The most plausible explanation lies in 
the inherent stability of the indust~J. People who go to work for a 
utility are first of all somewhat security-minded in most cases . Envi-
ronment considerations, acting as they do, ingrain in some the desire to 
11stay put" while for others the wanderlust or adventurous instincts seem 
to predominate . Without prejudicing one against the other, histo~ of 
the indust~ indicates t hat the former of these two attitudes seemsto 
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TABLE I 
COMPOSITE BALANCE SHEZT, INVESTOR-OWNED U.S. ELECTRIC UTILITIES, 1960 
(INTERCOMPANY TRANSACTIONS ELIMINATED) 
(Millions of Dollars) 
ASSETS 
Electric Utility Plant 
Other Utility Plant 
Total Utility Plant 
Investment and Fund Accounts 
Current and Accrued Assets 
Deferred Debits 
Capital Stock Discount and Expense 
Total Assets 
LIABILITIES 
Capitalization: 
Common Stock 
Premium on Common Stock 
Other Paid-In Capital (Capital Surplus) 
Retained Income (Earned Surplus) 
Restricted for Deferred Income Taxes 
other 
Total Retained Income (Earned Surplus) 
Total Common Stock Equity 
Preferred Stock 
Premium on Preferred Stock 
Total Capital Stock and Surplus 
Mortgage Bonds 
Other Long-Term Debt 
Total Long- Term Debt 
Total Capitalization 
Current and Accrued Liabilities 
Deferred Credits 
Reserves : 
Depreciation, Amortization and Depletion 
Electric Utility Plant 
Other Utility Plant 
Deferred Income Taxes 
Other Reserves 
Contributions in Aid of Construction 
Total Liabilities 
$46, 010 
4,582 
$50,592 
400 
3,063 
211 
89 
$54,355 
$ 8,092 
1,490 
825 
282 
3,920 
$ 4, 202 
~14,609 
4,160 
76 
$18, 845 
19,473 
1,474 
$20,947 
S39,192 
3,169 
167 
8,974 
893 
1,071 
91 
192 
$54,355 
Source: Edison Electric Institute, Statistical Year Book of the 
Electric Utility Industry for 1960 
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TABlE II 
COMPOSITE BALANCE SHEET , INVESTOR- CMNED U.S. GAS UTILITY 
AND PIPELINE INDUSTRY, 1960 
(Millions of Dollars) 
ASSETS 
Total utility plant and adjustments 
Investment and fund accounts 
Current and accrued assets 
Deferred debits 
Total assets and other debits 
LIABILITIES 
Common capital stock 
Preferred capital stock 
Premiums, assessments, etc . 
Total capital stock 
Bonds 
Debentures 
other long- term debt 
Total l ong- term debt 
Current and accrued liabil ities 
Deferred credits 
Reserve f or depreciation, retirements , 
depletion, etc . 
Reserve for deferred income taxes 
Other reserves 
Contributions in aid of construction 
Capital surplus 
Re tained income r estricted for def. inc . taxes 
Retained income -- other 
Total retained income 
Total liabilities and other credits 
Source: GAS FACTS 
Amer ican Gas Association Bureau of St atistics 
$20, 835 
1,380 
2,185 
170 
24,570 
3,540 
1,345 
900 
5,785 
6, 265 
1,445 
1,420 
9,130 
2,420 
85 
4,570 
350 
110 
95 
145 
20 
1,860 
1,880 
24,570 
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better exemplify the utility worker. This general feeling that the 
worker is part of the "company" and that he is making a career of his job 
naturally effects his thinking in regard to his work, his fellow workers 
and "his11 company. 
Employees have long service records. This naturallY, is some-
thing resulting in part at least from the employee 1 s desire to make a 
career of his job. The largest gas utility in New England for instance 
reports that its employees average 16 years of service. 
Work is steady. The nature of utility services is such that 
t heir need survives even the most severe economic recessions and seasonal 
changes. The comparatively excellent record of utilities in maintaining 
employment during the early 1930's - even in the face of gigantic organiza-
tional pyramids and watered assets - stands as mute testimony to the 
security of such employment. Though the 11 loads11 on gas and electric 
utilities fluctuate hour to hour, d~ to day or season to season the busi-
ness needs require that the full force be held on at all times. 
Extensive geographic relocation of employees is rare. This 
feature i s most predominate in the so-called distributing utilities - that 
is the ones that carry the service to ultimate consumer. These are the 
''retailers" of ener gy utilities. Exceptions arise in transmission utili-
ties such as gas pipeline companies. Electric transmission is generally 
a cooperative venture between distributing utilities, but in the gas 
industry such economic giants as El Paso Natural Gas Co., Tennessee Gas 
Transmission Co., Texas Eastern Gas Transmission Co. and others give the 
lie to using this feature as an absolute rule . Insofar as distributing 
companies as found in N.E. are concerned however, it is an important 
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consideration. 
The managements are employee oriented. This seems to follow 
our first point easily. The management of a utility is not as concerned 
with obtaining government contracts , developing new products, fighting 
competition on delivery dates and similar factors important to the usual 
manufacturing executive. The relative lack of these features as primary 
management "targets" is at least compensated for with the emergence of 
governmental regulation, personnel, cash flow, high t otal investment and 
the problem of maintai.ning service 8766 hours a year as maj or considera-
tions. This last point is not at first discernible to t he casual observer 
as a matter of consequence. In actual practice however, the duty to 
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serve the customer often has had a pr ofound effect upon management's approach 
to l abor crises. The result is t hat the company becomes highly interested 
in its employees, their likes, dislikes, problems, actions and reactions. 
Ultimately this preoccupation leaves t he company "employee oriented". 
Paternalism is somewhat more in evidence in the utility field t han in 
others. 
Bargaining emphasis on the part of a utility union may differ 
widely from a non-uti lity union. This final point is also partly a 
result of the industry's stability. The evidences are included in such 
things as high pension payment s, well developed sickness and benefit 
plans, company financed medical and hospitalization plans and life insur-
ance yet relati vely inconsequential attention is paid to such things as 
lay-off, retrogression and other job security measures . Of interest in 
this discussi on is the realization that members of building and construc-
tion trades (welders, iron workers, carpenters, painters , electri cians, 
machinists, etc.) historically work at considerably lower hourly take 
home rates in utilities than their counterparts in the construction in-
dustry. Just as indicative is the fact that the utilities' turnover in 
these classifications is far lower than the construction industry's. 
In addition, the ability of utilities to take a wage increase 
in stride by passing it on to the consumer is one fraught with problems . 
In the first place utility rates, though basically a bargain for the 
service rendered, are under public attack much of the time. The utilities 
have so far been unable to get their story across to t he consumers. 
There is a public segment, in fact, that feels that public utilities are 
properties of t he public and should be non-profit organizations . Knowing 
these and other facts the utility management is extremely wary of rate 
increase proposals. 
Furthermore non-regulated energy suppliers are ever present in 
the competitive picture and a rate increase might spell the end to new 
sales for a utility with the eventual result that it would gradually 
recede to a point of small significance in the overall picture. Notwith-
standing these features there is the not improbable possibility that the 
Public Utility Commission will not grant the increase or at least modify 
it to some extent. All of these considerations tend to temper a utility 
management's thinking in its labor relat ions endeavours. 
NEW ENGlAND UTILITIES 1 ECONOMIC POOITION: 
The elect ric and gas utilities of New England are roughly in 
the same relationship to the total economy of New England as the entire 
American utility industry is to the country. The Electric Council of 
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New England reports that investor- owned class A and B (a term used in the 
standard system of accounts) electric utilities have a generating capacity 
of 6, 400 kilowatts and that in 1959 a total production of just under 27 
billion kil owatt hours was registered. Approximately 17~~ of this was 
hydro-generated which is somewhat less than the national aver age of about 
19 t . The coal, internal combustion and other generation facilities 
accounted for the remainder . The E.C. N.E. also reports that these com-
panies sold about 23} billion K}ffi to nearly 3. 3 million customers for 
about 595 mill1on dollars . To do t his they employed 25,0GO employees, 
had invested over ~100 , 000 for each one of them and payed t hem during t he 
year s ome 137 million dollars .18 
19 
total . 
The generation here in New England is about 4% of the nati onal 
New Engl and has about 71, of the nation ' s non- agricultural 
workers20 which would indicate that the heavy industrial users of elec-
tricity are elsewhere in the country and this is borne out . The heavy 
aluminum smelters are situated near the large hydro-electri c sources . 
This is one indication of the higher rate aspects of New England utilities . 
The gas utilities of New England are still feeling the effects 
of natural gas introduction about t en years ago. In 196C these gas util -
ities sold over 114 billion cubic fee t of gas to 1. 6 million customers for 
211 mill ion dollars . The grO\vth effect can best be realized by a com-
paris on with 1950 which shol-7S t hat the sales are up 165 ~ ' customers are 
down 1 . 7%* and revenues are up 100%. 21 This is especially remarkable 
* Generally the result of master metering hous~ng projects and government 
consumers . 
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in view of general rate reductions during the period. New England gas 
sales are only about 1.3% of the nation's tota1. 22 Roughly 26% of the 
electricity in the United States is generated in gas fired boilers and 
turbines. In New England the percentage is much lower which would 
indicate that elsewher e the large scale consumption of gas lowers the 
New England percentage of the total sales . 
Since the early part of the 1950 decade the New England gas 
utilities have been swinging over to natural gas . The gas is transmitted 
into the area by two pipeline companies . New England takes on an end-of-
the-li ne aspect insofar as gas transmission is concerned. Nearl y thirty 
compressor stations are required along the route from Louisiana, Texas, 
New Mexico and other producing areas. Price increases at each station 
naturally are to be reflected in the final cost. Nevertheless the local 
gas utilities have found natural gas more economical than manufactured 
gas though the latter is maintained for peaking and standby purposes . 
The relationship of utility employment in New England to other 
industries is shown in Table III . Note however that all utilities are 
included. It is safe to assume that the electric and gas employees 
account for less than one third of the total. Largest single utility 
employer in New England is the Bell Telephone System. 
NE\rl ENGLAND UTILITY ORGANIZATION : 
The utility establishments of New England run the gamut from 
small privately owned, one town operations to some of the biggest com-
bination divisional systems in the country. The only major segment miss-
ing from the utility picture here is the large , federally owned and operated 
53 
TABlE III 
AVERAGE MONTHLY EMPLOYMENT 
in 
NON-MANUFACTURING NEW ENGLAND INDUSTRIES 
1956 vs 1939 
Industry 
Construction 
Tr ansp. & Public Utilities 
Wholesale & Retail 
Finance, Insurance, Real Estate 
Service & Misc . 
Gov 1 t . (Federal, State, Local) 
Total 
SOURCE: U. S. Dept. of Labor 
Bureau of Labor Statistics 
Employment (in thousands ) 
1939 1956 
84. 3 177. 2 
172.4 220.1 
5o6.7 704.4 
100.7 169. 0 
2SS .3 410.9 
294. 7 421.3 
141.4 210. 3 
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% Increase 
110. 2 
27 .7 
39.0 
67 .8 
60. 9 
43.0 
48. 7 
system. This gives us an opportunity to study the approaches of various 
managements and unions to their particular probl ems and see if there is 
a cross connection between type of organization and type of seniority, or 
promotion, or other pertinent factor. 
There are, as noted earlier, two gas transmission companies, 
there is a joint venture atomic reactor electric power generator with an-
other under consideration. There is also at least one electric trans-
mission comp~. The transmission companies play a large part in the 
activities of the local utilities. In the electric instance the company's 
job is to bring pol-Jer down from the Saint Lawrence Seaway project while 
the gas transmission companies' purpose is to bring the gas into the area 
from the South Central and Southwest states. On each of these trans-
mission companies hang several local distributors that rely on them solely 
for economical supply. In many, if not all, cases the distributing 
utilities have back-up or standby facilities but their capacity is limited 
and at present rate structures would not, in probably all cases, cover 
operating costs during extended standby circumstances. In regulation 
incidentally here is one of the greatest stumbling blocks . The transmis -
sion companies are under the jurisdiction of the F.P.C. while the distri-
butors are (generally) under the jurisdiction of the local State Authority. 
NE\i ENGLAND PERSONAL INCOME: 
The utilities of New England with wages generally in excess of 
$2 .)0 per hour (average) excluding fringes (which for utilities will often 
run over )0¢ per straight time hour) stand very well in comparison with 
all New England industry. In 1956 the national gross average hourly 
55 
income reached $2 . In this six state area the range ran from ~2 . (Con-
necticut) to ~1.56 (New Hampshire ) . 23 Though the area ran below the 
national average on wages the per-capita income in 1955 was 13% over the 
national coverage. This on the other hand is down from 25% prior to 
the stock market crash in 1929. Regardless of its positi on nationally 
the New Englander's personal income is an important part of the economy 
for it accounts for 70% of the total income in the area. 24 It is important 
to the utilities, as in the Boston area for example over 5% of that mone,y 
is expended for "fuel and light. 1125 There is actually no reason to 
believe that New England is a self-sustaining economic entity. The 
fate of the people is very closely tied to the national economic picture . 
As one investigator put it, "Since the rising tide lifts all boats, the 
economic fortunes of the New England region, and consequently the level 
of its employment, will rise or fall with those of the country as a whole. n26 
NEW ENGLAND UTILITIES 1 FUTURE : 
Business outlook in the New England energy utility field is 
reasonably bright. Bearing in mind the connection noted above to the 
nation 1s economic position and the 11 end- of-the-line 11 aspect of fuel supply 
the overall picture holds considerable promise. I n the field of residen-
tial home heating both utilities stand to gain if progressive and agressive 
sales progr ams are instituted and carried through to culmination. The 
electrical utilities have considerable transmission updating work to do 
before they can actively sell heat in all areas. By the same token the 
gas utilities may soon be in supply difficulty and alternate supply 
techniques may be introduced in the near future. 
In residential uses generally both utility forms are actively 
wooing the home owner. In the appliance field gas and electric utilities 
in New England (and the nation) have quiet13' locked horns for a long, 
constant competitive struggle. It is doubtfull that ei ther will be un-
seated in the near future though in the long run one, the other or both 
m~ have to alter its operation, search for new fields or otherwise roll 
with the competitive punch . 
Looming l arge on this frontier is the ogre of federal power. 
The long-talked Passamaquoddy project in the mouth of the St . Croix river 
has been pronounced feasible by the most recent Army Engineer's report. 
Questions still beg on the subject however. The project is feasible on 
money to be invested at something less than 3%. This would seem to dic-
tate government intervention. Also unanswered is the transmission ques-
tion. The study made little or no allowance for getting the power to 
market. On the other hand a metal smelting concern might wish to ally 
itself with a development of this energy source. In this circumstance 
the indust ry would move to the electricity source. In any event such a 
project can have far reaching effects on the New ~ngland utility business. 
Alternate fuel sources are under constant study by both electric 
and gas utilities. The electri c group has successfully placed on the 
line a nuclear reactor of the pressurized water type. The pioneering 
spirit of the New England people came through in this project. Ten 
electric utilities from large to small joined in the endeavour with no 
one company holding more than 15% of the new corporation. All of the 
six states are involved. The generating capacity is expected to reach 
136,000 kw which is of moderate size as stations go but for a single 
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turbine rather large. 
Research has also been carried out -- though apparently without 
large scale utility support -- in the use of solar energy in power genera-
tion. 
The gas utilities have entered on a program known in the indus-
try as PAR. The PAR program is basically Promotion, Advertizing and Re-
search. In the research phase the industry (and New England is directly 
involved) is studying alternate fuel sources in the field of coal gasifi-
cation in the mines. Further there is considerable activity in the fuel 
cell thermoelectric power generation fields. Heavy increases are predicted 
hmiever in the utilization regions already entered through improved equip-
ment and stepped up sales activi ty. At a recent meeting of key individuals 
in one of the larger gas utilities the Vice President of Sales noted that 
the percent of New England homes heated by gas is 25%. This is to be 
compared with the Pacific, Mountain and South Central States where 98-100% 
of the residences are gas heated. There is every reason to believe that 
New England will at least reach the current national average saturation 
of slightly over 70%. All is not without its problems. Lloyd F. 
Thanhouser, Vice President and General Counsel for Continental Oil Co. 
wrote recently,27 
In the immediate future much larger supplies 
will be unquestionably needed in the northeastern st ates; but 
whether such supplies will be obtainable under existing 
conditions is open to grave doubt . 
The "existing condi tions" Mr. Thanhouser refers to are primarily 
those imposed by a recent court decision placing well owners under federal 
regulations. 
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UNION ORGANIZATION: 
The sto~ of utility labor organization in New England is very 
nearly the story for the nation. From a typically fluid and confusing 
atmosphere of infant unionism in the area some fair~ prominent names in 
the modern l abor development emerged. Perhaps this is most dramatically 
illustrated by the rise of James Nelson from a gas company worker in Mal-
den, Massachusetts to the position of co- founder and first president of 
the UMrlA 's District 50 . His is a classic sto~. 
The early unions were beset with damaging internal problems 
which existed from the l ate twenties until the Supreme Court put its stamp 
of approval on the Wagner Act . Even following this period problems of 
control have persisted. There has been a constant vigilance against the 
entry of craft unions into the New England utility field. 
In the early thirties William Greene, then president of the AF 
of L, took a dim view of the industrial union form and his f ailure - doomed 
struggle against John L. Lewis and John Brophy is now labor history. Just 
prior to the climactic split in the AF of L Nelson, with }1yles Connors of 
Boston, met with Fraruc Fenton of the AF of L and Robert Watt of the 
Massachusetts Feder ation of Labor. This was a first step towards drawing 
the newly formed Massachusetts Council of Util ity Workers into a national 
organization. Before the group became a national power however, it was 
to go through a stage as t he New England Council of Utility Workers . 
Upon recognition and charter by the AF of L (as the National Council of 
Gas , Coke and Chemical Workers) the struggle for industrial organization 
culminated. The Council voted to go with Lewis in the CIO shortly before 
the U.M.W.A. was dropped from the AF of L. The Mine Workers had organized 
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under a district system and at the time of this incident (late 1935) 
there were 31 districts in evidence. Allowing for expansion in the coal 
fields the newly formed Coal, Coke, and Chemical \·lorkers were given the 
title of "District 50" and, though the union operates tod!V without con-
cern for geogr aphical boundries the name still holds . 28 
The electrical unions have developed along fairly conventional 
lines with the IBEW and the u.w.u.A. emerging as major units. At one 
time District 50 held the bulk of the organized utility workers in New 
England but today there is considerable evidence of deep i nroads being 
made by the AFL-CIO groups. This causes considerable labor unrest at 
the local level as District 50 is considered "fair game" for AFL-CIO raid-
ing and vice versa. Representation elections are becoming less uncommon 
in the area. 
The utility workers organizers were faced with somewhat unusual 
problems in the depression days. There were some l ayoffs due to the 
economic pressures of the time and other factors but by and large the 
utilities were a good place to work compared to other firms. On the 
other hand the average wages were somewhat below "New Deal" standards in 
some areas. The need for a job however was a strong motivating force 
for a man to remain "l oyal" to management. Furthermore, within the 
various utilities, individual factions had difficulty in achieving adequate 
harmony and the locals suffered correspondingly in their position before 
managements . There was a general internal distrust of unions anyhow. 
The craft unions had made overtures to the specialized groups with negli-
gible bargaining results. This created a feeling that unions in general 
were ineffective. 
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Far from insignificant in this development was management itself. 
In an era of paternalistic company operation the utilities stood more pa-
ternal than most other industries . Extr a holidays, all- company outings, 
picnics, boatrides, health plans and other employee-oriented acts on the 
part of owners gave union leaders considerable heartache. On the other 
hand the New England utilities seemed to offer less resistance to organiza-
tion of their workers than did other industries . In the early days of 
labor-management negotiation certain management men created a spirit of 
co- existence which has survived until tod~. One of the early negotiators 
who is reported to have helped set this tone recently retired as president 
of one of the larger electric utilities which indicates that these attitudes 
were probably general throughout management. Some New England utilities 
have tod~ in high management positions men who during the formative years 
of organization were prominent spokesmen for labor. In post WW II years 
however, the practice of developing managerial talent from unioni zed groups 
seems t o have fallen into disfavor. 
The union picture in New England tod~ is one of strong local 
organization and relativel y weak nati onal control.* Nelson's hard-formed 
Distr ict 50 fell prey to concentrated raiding by AFL-CIO groups but still 
holds a strong position among the gas companies of the six state region. 
The CI0 1s Utility Workers Uni on of America has grown in prominence si nce 
the middle forties and the IBEW has held its relative position since the 
early thirties . Curiously enough a major factor in New England utility 
labor organization is the independent Brotherhood of Utility Workers . 
Strictly a New England pr oduct it representa a sizable segment of the 
*As compared to the steel, auto and coal industries . 
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labor force of one of the largest utility systems in the region. In a 
rather typical manner for the area however, this same system negotiates 
some 36 contracts with various unions throughout its franchise. 
There is much pro and con discussi on that could be examined 
relative to the effects, beneficial and otherwise, that accrue from this 
somewhat split and locally autonomous labor picture . It serves our pur-
pose here however to recognize that labor unions in New England utilities 
were among the earliest and the independent nature of the early organizers 
has apparently survived growth pains . The management's early attitude 
of reasonable cooperation has also had a profound effect on the development 
of the present day picture. 
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Chapter V 
THE PRO.l-10'1' I ON PROCESS 
CONTRACT COVERAGE: 
A rough estimate of the promotion wording in twenty - three 
recent utility contracts shows in general a written concern over the job 
of moving a person from a less desirable to a more desirable position. 
The wording here is carefully selected. Promotion is not always (though 
admittedly i t is usually) a matter of money. Promotion itself is in 
many respects a reflection of the supply and demand balance of economic 
theory. In any industry, plant, divi sion or similar grouping we find 
that there are certain jobs that evolve as the 11 choice11 jobs . More 
often than not labor indirectly determines what and where these desirable 
jobs are . Many times draftsmen wi ll consider it a promotion to be moved 
to a table with better light and machinists look up to the man who has 
the newest machine (this is often a contractual seniority item in indus-
trial plants) • In many instances the determination of what a promotion 
is or is not will have other than money factors involved. One investi-
gator found that the preparation of meat was considered "higher classn 
work than fish preparation. 
than peeling potatoes . 29 
Slicing celery developed as more desirable 
The written concern nevertheless , was far from consistent in 
this regard. Of the twenty-three contracts studied in t his group one 
was found to have approximately 2700 words devoted to how people will be 
moved about. Not all of these moves are upward as the clauses studied 
are generally promotion and seniority combined yet t he relati ve weight 
paid to this phase of labor-management interaction must be in some ratio 
to the total wording of these clauses . The minimum amount of verbiage 
was contained in less than 100 words and is so unique t hat it is worthy 
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of quotation here: 
It is understood and agreed that in all cases 
of promotion, transfer, and demotion of employees under 
this Agreement, the Company will consider the ability to 
perform the work, and the seniority of each of the eligible 
candidates . When the abilities of the candidates are 
equal, seniority, not only in the Company but also in a 
particular classification, shall be the governing factor. 
Demotions and l ayof fs for lack of work shall be solel y on 
the basis of seniority and the employee laid off last shall 
be rehired first. 
Of particular interest in this clause is the fact that it comes 
from a contract covering the employees of one of the largest (if not the 
largest) single fuel central utilities in the world (not a New England 
concern). It is remarkable that a company of this size can operate in 
this day of legal involvement with such a smal~ general reference to one 
of the unions' most highly regarded preserves. This is with an A.~. of 
L. - c.r.o. affiliate which lends it even more incredulousness as the larger 
nati onal unions tend to pressure more for security items as seniority in 
promotion, demotion, etc. 
THE SENIORITY FACTOR: 
The seniority factor was evident to a greater or l esser degr ee 
in all contracts studied. Furthermore all respondents to the questionnaire 
survey indicated that seniority certainly was considered in promotion. 
Why is this the case? One observer feels that there are possibly two 
factors at work here namely: 
a) Social organizations look more for someone from witi1in vs 
an outsider. 
b) Workers do not believe managements can be truly objective 
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in their selection processes and therefore cling to what appears to be a 
truly objective method of choice-making. 
Both of these points center around s ecurity. As has been 
noted the average utility worker is a security minded person. In many 
cases this is his main reason for being with a utility. The fact that 
seniority is applied to promotion then, is not at all out of character 
with the basic tenants of organized labor-particularly in the utility 
field. Contracts indicate that this is largel y the case as it is found 
t hat in addition to promotion, seniority is used in hiring, l~off, shift 
choices, transfers, job preference, demotion and vacation dates. 
In view of its importance we should perhaps consider a definition 
of seniority. The Encyclopedia Americana seems to do as well as any other 
publication in developing a good general definition. It says: "Length 
of service of an employee with an employer (or in a department or other 
subdivision), serving as the basis of rights accorded, ••• n30 
This definition would seem to indicate a clear cut means of 
determination. This is , in fact, the aim of an objective move on the 
part of an individual or group. Assuming hypothetically that management 
wants to be objective it is strange that twenty-three utilities in the 
United States would expend the bargaining effort necessary to average over 
1200 words per contract on the subjects of promotion and seniority. This 
would indicate that either management or the union or both find that corn-
plete objectivity cannot be attained through seniority. On the other hand, 
perhaps one, the other or again both have found that objectivit y is not 
the sole objective in promotion or else they have found t hat to be truly 
objective other than seniority considerations must be made. One authority 
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may have observed this when he noted: 
Seniority is not an exact measuring rod but 
rather a highly flexible inst rument, subject to ~se by 
all groups in persuance of their own interests.3 
Seniority does not exist as a basic right of labor. It is a 
matter decided through the bargaining process and the r estrictions placed 
on both parties to the contract are solel y the responsibility and problem 
of those parties. It is, never theless an unfair labor act to give a 
union sole control over seniority as was established in a case involving 
North East Texas Motor Lines, Inc . before the National Labor Relations 
Board .32 
That the subject is one with proper characteristics for bargain-
ing is well established. This establishment though, did not develop un-
During the war (~M II) the War Labor Board til fairly recent t imes. 
noted that seniority was a proper bargaining subject if history i ndicated 
that unfair discrimination existed. The Board did note however, that 
"(this) provision should be interpreted as leaving legit imate flexibility 
in dealing wi t h promotions .n33 In the same year (1942) the W.L.B. handed 
down another decisi on in the Golden Belt Mfg . Co. case in which it stated, 
''In filling vacancies and making promotions, where qualifications are equal, 
seniority shall prevail."34 
This s et the s tage for further encroachment on what had heretofore 
been a solid management prerogative. Born in the unusual circwnstances 
of war it was never to be a1 tared towards the direction from whence it 
arose. In 1960 every utility studied considered seniority as a contract 
item yet less than fifteen years before one observer had been able to 
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write "Job knowledge is always the first requisite, in some plants seniority 
comes next~J5 
Extensive study has been made of the seniority facet of this 
problem, particularly in regard to its relative weight in promotion. The 
Bureau of Labor Statistics is one of the agencies cont ributing to this 
field of study and in one of its reports the seniority "weighting" factor 
is classified into three broad classifications . 
1. Seniority governs if the employee is qualified. 
2. Seniority is equal to other factors. 
) . Seniority is subordinate to other factors . 36 
A grouping which has developed i n studying a group of over 50 
recent or current utility contracts, largel y in New England, is divided 
into two basic headings . By and large we find that provisions say either, 
"If qualified, the senior man eligible for promotion will be promoted" or, 
11If qualifications of men eligible for promotion are equal the senior of 
the equal men will be pr omoted." These approaches can be broken down 
respectively to -
a) If qualified, the senior man. 
b) If equal, the senior man . 
We find generally that unions lean towards 11 a11 and managements 
lean towards "b". The features of each wi ll be discussed in the following 
sections . 
11 SENIOR l F QIJALIFIED" CLAUSE CONSTRUCTION : 
In this and the following section we will confine ourselves to 
an analysis of twenty utility contracts . These contracts are all for 
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New England utilities save three which are for the divisions of a combina-
tion divisional utility outside of New England and included for comparative 
reasons as well as an indicator of possible geographic factors. Counting 
these divisions as separate companies we can summarize our source background 
as follows : 
Type of service : 7 electric companies 
7 gas companies 
6 electric and gas companies 
Loce1tion: 3 in Connecticut 
1 in Maine 
9 in Massachusetts 
2 in Nerr Hampshire 
1 in Rhode Island 
1 in Vermont 
3 outside New England 
Four unions represent the workers in the companies included and 
consist of one international, two nat ional and one i ndependent . The 
representation summary is shown below: 
International Brotherhocd of ....,lectri cal \'lorker s, AFL-CIO 
( 8 companies ) 
District 50, United }tine ~.J"orke rs of America ( 6 companies) 
Utility 'Harkers Union of Ameri ca, AFL-CIO (5 companies) 
Brotherhood of Utility \-/orkers of N. E., Inc . (1 company) 
Actually by considering the U. I·!. C. A. and I . B.E. W. as a group it 
develops that AFL-CIO affiliates cover 65% of the companies incl uded in 
this grouping. 
69 
70 
The wording of the contracts, without too much concern for the 
mechanics of operation under the contract, fall easily into the two head-
ings developed in the preceding section. In brief, thirteen contracts 
were of the "if qualified11 variety and the remaining seven were in the 
"if equal" group - r oughly a 2 to 1 split which of itself is indicative of 
the trend. This section deals primarily with the first of these two sub-
divisions. 
The "if qualified" category is predominently A.FL-CIO which 
accounts for about 80% of this sub-group. Inasmuch as this organization 
represents 65% of the entire group it would seem that the unions affiliated 
with AFL-CIO tend t o favor this type of wording and have been successful 
in getting it installed in their agreements. The subdivision heading is 
of course a rough breakdown. In determining what is or is not an 11if 
qualified" clause the author is forced to editorialize in a few cases. 
In general though -- r emembering we are primarily concerned with contract 
wording -- one can recogni ze such phrases as, 11if fitness and ability 
qual i fy him", "if he has sufficient qualifications", "whenever (the appli-
cant) otherwise qualifies ' , and the like as clauses tending to place senior-
ity in a strong position . The variations are almost endless of course. 
Perhaps the most pointed statement relative to seniority1 s strengt h in 
reference to the qualifications factor is in the following clause : 
A vacancy shall be filled by the selection 
of the senior applicant, as determined by the seniority 
provisions of this Agreement, who has the minimum qualifi -
cations for trial on it . 
Note the phrase, "minimum qualifications11 • "~at this contract 
s~s in effect is that if the senior man can do the job well enough to 
meet minimum standards he will be promoted into it. On the surface this 
would seem to be a weak clause from management's point of view, however 
the contract does not state what the minimum qualifications are or who 
establishes them. If we assumed that the minimum qualifications included 
advanced education degrees, proven leadership and the like we might find 
that this con~any is of the highest caliber from a personnel point of 
view. Such high requirements for bargaining unit personnel are not a 
part of New England utilities however. 
For a somewhat more common but still seniority oriented type of 
clause the following are quoted: 
When a new position is created or a vacancy 
occurs in any class the employee senior in the next lower 
class shall be entitled to promotion to the vacancy, if 
his fitness and ability with due regard for saiety, qualify 
him for the position. 
Senior employees shall, when qualified, be 
pr eferred for advancement or promotion. 
Some contracts are not as explicit. The majority in fact, in 
this subgroup are so worded as to be open for discussion in interpreta-
tion. In at least one case there is a hint of changing emphasis as the 
contract states: 
follows: 
This agreement shall be interpreted to give 
greater considerati on to seniority than heretofore when 
filling vacancies through post and bid procedure. 
Examples of the more cautious 11if qualifiedn types are as 
Where there is an opportunity for advancement, 
the employee having the longest continuous service 
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record with the Company shall be first considered for the 
promotion . 
• • • • the senior applicant who is well quali-
fied shall receive the appointment 
When promoting an employee to fill a vacancy 
in a higher job classification within the bargaining unit, 
the Company will give first consideration to the qualifi-
cations of the employee having greatest Classification 
Seniority in the normal sequence of promotion on a local 
or plant departmental basis. I f this employee is qualified 
as evidenced by his skill, efficiency, knowledge, ability 
and acceptable performance in training, he will be given 
the promotion . I f the employee having greatest Classifica-
tion Seniority is not qualified, the remaining employees 
will likewise be considered for the pr omotion in the order 
of greatest Classification Seniority on a local or plant 
departmental basis. 
This last example initially has wording that indicates a require-
ment in the degree of qualification when it states that, "the Company will 
give first consideration to the qualifications •• II . . Further on how-
ever we read that "If the (senior) employee ••• is not qualified, • . . 
(he will not be promoted) .'' This clause then becomes, as do twelve 
others in the group under study, an "if qualified" clause . This is a 
clause which if strictly adhered to results in the first employee who can 
meet minimum r equirements (when tested in order from greatest to least 
seniority) being promoted. Viewed in this light the first "extreme" 
example is not any worse off than the others. It was probably a great 
deal easier to "sell" to the union also. 
11SENIOR IF EQUAL" CLAUSE CONSTRUCTION: 
The "if equal" clause seems to be a speci alty of the Uni ted 
}une Workers's District 50. This union is involved in about two thirds 
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of the contracts included in the subgroup. Once again the seniority 
factor was to be considered in a variety of circumstances all basically 
the same. Phrases such as, "relatively equal", 11 no substantial difference", 
"everything being equal as to qualifications'' , etc . indicate at least a 
hope of management (presumably) to consider other factors in pr eference to 
seniority f or an initial breakdo~m of candidates. In t his subgroup t he 
factor involved in conflict is qualifications . Though varied in wording 
the degree of it is not as extreme as in the case of the "if qualified" 
clause. One phrase in fact is identical in three of the seven contracts: 
(if other factors) are relatively equal, l ength 
of continuous service shall govern . 
Most contracts of this type list various factors to be considered 
and then establish t he relative importance of seniority to wit: 
The Employer shall make the selection of regular 
or probationary Employees for promotion based upon the 
following factors: 
1 ) Length of continuous employment 
2) Training 
3) Ability 
4) Efficiency 
5) Physical fitness 
Whenever there is no substantial difference wi t h 
r espect to factors (2 ) , (3), (4) or (5), lengt h of con-
tinuous employment as defined in Section 2 (b ) shall govern. 
One company and union however have adopted a slightly different 
approach as exhibited belo~r: 
Promotion to a vacancy i n a job other than 
a starting job will be made on t he basis of the relat ive 
qualifications of the Permanent Employees i n the next 
lower classification in the seniority group in which the 
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vacancy exists . Classification seniority shall govern 
when qualifications are equal . 
Just what actual effect this type of word1ng has on the promo-
tion of employees and eventually devel opment of foremen or supervisors 
remains to be seen. The delineation is quite clear nevertheless between 
these two approaches to selection insofar as the written word is concerned. 
CLAUSE CONSTRHCTI ON OUTSIDE OF NH.:W ENGL..OO): 
The contracts of the three divisions of a divisional utility out-
side of New England included in the sections irnm~diately preceding were 
split between "if qualified" and 11i f equal" clauses . Inasmuch as three 
contracts can only split 1 and 2 between two choices, a second, "check" 
analYsis was made of eight additional utility contracts outside the six 
state area. The unions involved were: 
follows: 
AFL- CIO (5 companies) 
District 50 UWtl ( 1 company) 
Local (Independent) ( 2 companies) 
Somewhat in contrast to the first group this group split as 
"If qualified11 clauses (3 companies) 
"If equal" clauses (5 companies) 
Two "if qualified" clauses appeared in AFL- CIO contracts but 
three of the AFL- CIO agreements fell within t he "if equal" category . In 
this latter case the same general wording was prevelant with the term 
"relatively equal" appearing twice and "substantially equal", "approxi-
mately equal" and "equal" appearing once each. 
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As an additional check a second gr oup of New England contracts 
was selected for analysis covering 14 companies . Once again the balance 
swung in favor of the "if qualified" clause as nine of the fourteen con-
tracts came into this category. Though far from conclusive there is an 
indication here that the New England utilities, insofar as wording is con-
cerned, may be somewhat at a variance with other eastern United States 
companies. 
One interesting clause seemingly at first failed to fall into 
the 11if qualified - if equal" argument. As a matter of interest it is 
reproduced here : 
Seniority shall prevale whenever there is an 
advancement of promotion provided t he employee can meet 
the following qualifications: 
(1) Knowledge, training, ability, skill and 
efficiency. 
(2) Personal characteristics 
(3) Physical condition 
When two or more employees are , in the judge-
ment of the Com~any substantiall y equal regarding qualifi-
cations (1), (2), and (3), the one having the longest term 
of continuous service shall be advanced to fill the opening. 
Considering wording along this cl ause seems to start by s~ing 
that if an employee can "meet the • • • qualifications" he 111 be promoted 
providing he's senior . This is essentially an 11 if qualifi ed11 clause . 
The final sentence of the clause however, seems to indicate an attempt to 
rel ate qualifications . This is however an 11if qualified" clause with a 
tie breaking proviso . In actual practice a person lower to another in 
qualifications (yet 11meeting11 the qualification requirements ) would still 
get the pr omotion if he is senior in length of service . This reasoning 
is based, once again, on wording alone . 
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OTHER SENIORITY USES: 
Seniority factors are used for many purposes other than promotion. 
The factor itself is split into two types by some authors. There is a 
11benefit11 seniority and a "competitive" seniority. The benefit seniority 
covers those applications that are of concern only t o an individual himself 
with his company. The examples of this type would include l ength of 
vacation, amount of pension, amount of severance pqy, amount of sick time 
pay, amount of group insur ance, profit sharing and many others . Few 
company-union contracts would have all of these adaptations yet the use of 
them in contracts is not at all rare . Of more direct concern to the 
empl oyee is the use of seniority in those areas where its application 
affects his comparative status with another or other workers . This is 
what is implied by the tenn, 11 competitive seniority . " Promotion is cer-
tainly in this category. Additional uses include order of layoff (fur-
lough), order of re-hire after layoff (generally in reverse order of lay-
off) , transfers, temporary job assignment, types of assignment, shift 
preference, vacation da:te preference. Not too familiar in utility con-
tracts are such items as selection of days off, distribution of overtime 
(seniority is rarely used in this regard in utilities ) , parking privilege 
and so forth . 
Of particular concern to this study is the use in determining 
job assignments . This js seldom a contract item but observa.tion indicates 
that senior workers are often handed the interesting or more complex jobs . 
Generally speaking this is a natural action for a foreman. If he has a 
job requiring delicate skill or unusual background he wil l probably assign 
it to the person having the skill from past jobs . This is fine for the 
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Foreman because he then knows that the job will be done as he exPects it 
to be without any training effort on his part. If the youn~er, less 
experienced (but possibly potentially better mechanic) were coached on the 
job he would then have an opport~nity to ~ather that job knowlectge that 
he needs to make him a qualified leader . Our hypothesis envisions this 
feature as a "holding back", or retardation of an eventually superior man. 
THE Q rALIFICATIONS FACT01.: 
No other factor in promotion comes up for discussion so much as 
does qualifications -- seve seniority . The whole stru ·gle of labor and 
management in this field is basically an argument of qualifications vs 
seniority. One authority writes : "It is doubtful whether any concept 
has been as influential, pervasive and troublesome in collective bargain-
ing as that of seniority . n37 \-!hat the author indirectly refers to is the 
seniority - qualifications stru:,?le . Seniority would be a relati vely 
simple thing to administer were it not that managements often hold (with 
varying success) to certain ideals concerning qualifications . As will 
be noted in later sections this is oftentines an untentable position . 
Of immediate inter est is the contract language that presents the qualifica-
tion r equirements . 
The i~portance that some managements att~ch to this factor can 
be imavined by reviewing the following clause and subsequent comment . 
If there is a seniority movement between the 
job titles involved, when a vacancy occurs in any job 
title, the employee senior in the next lower job title 
shall be promoted to the vacancy, if he is well qualified 
for the job title by reason of his fitness and ability . 
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In the nineteen fifties this company stood an eight day strike 
to get the word "well" inserted before the word "qualified". Two things 
stand out in a study of this particular case. 
1) Prior to the strike there had been rather constant disagree-
ment over the true meaning of "qualified". The degree of qualification 
necessary for promotion was not clear and lack of clarity leads to con-
fusion. Confusion l eads all to often to disagreement. The strike as 
such was certainly unfortunate from anyone's point of view yet this company 
reports that since 11well" was inserted in the agreement little serious 
debate has been experienced over its interpretation. There could be an 
indication here that the union 1 s real fear was in having enough to "hang 
its hat on" when announcing to a senior employee that t hey had agreed with 
the company that he was 11 not qualified". They may have found it easier 
to sa:y "not lo~ell qualified" and therefore do not "fight" the provision. 
2) This company has an essentially "if qualified" clause except 
that the degr ee of qualification is indicated -- "well qualified.n As 
observed earlier there is some reason -- superficial at least -- to l ook 
upon an "if qualified" clause as weak from management's point of view. 
Here however, is a utility that makes it into an effective instrument for 
shaping something more than a run-of-the-mill organization. From an 
analysis of the implementation of this contract gathered independently 
it develops that a sound approach to weighing seniority and qualifica-
tions has been developed and as a result t he qualified man does not always 
appear as the well qualified man. There is indication then that "if 
qualified" clauses do not spell a complete victory for seniority. As in 
many other areas of labor contract administration the i~plementation of 
the written word will establish the path of progress of r etreat . 
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Another interesting reference to qualifications is shown below. 
Qualifications for any position within the bar-
gaining unit shall be demonstrated by an examination . In 
the event that more than one person receives a passing mark 
in such examination, the one having the greatest departmental 
seniority will be the one promoted except that, for examina-
tions conducted in connection with vacancies in the top 
bargaining unit classifications in the separate lines of 
promotion, a junior applicant receiving a grade of fifteen 
points or more above the grade of the senior applicant on 
such examination, shall be the one promoted. 
Here is strong evidence of concern over our hypothesis. Note 
that when vying for top jobs in the bargaining unit -- ones that super-
visors might well be selected from -- an employee junior but exemplifying 
a marked capabi lity over a senior co-t<~orker will be promoted. This is 
well in line with the 11 head and shoulders" principle to be discussed later. 
Note also that here again is an 11if qualified" contract clause . It has, 
in a separate manner, taken on many of the attributes (management view-
point) of the ''well" qualified clause discussed above. Note also a 
similar trend in the following clause : 
~fuenever appl i cants for promotions ot herwise 
qualify, in accordance with the above, length of continuous 
service shall govern, but, in determining the ability and 
qualifications of applicants from another roster, the desire and 
ability of such applicants to advance to higher classifi-
cations in the roster to which the bid is made will be con-
tributing factors . 
If the presumably "weak" clauses can be managed in such a manner 
as to establish relatively high qualification requirements the "strong" 
clauses would be presumed to have iron- clad defenses against promiscuous 
use of seniority. Such an assumption is open to doubt . In studying 
typical New England utility clauses of the 11if equal" variety it appears 
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that in most cases the parties will hang their attacks and defenses on 
relatively spartan use of language . One states, 11 • • • seniority shall 
govern when qualifications are equal . " This happens to come from the 
contract of one of the largest single fuel central utilities in New 
England. Furthermore , conference with management officials of this 
company discloses t hat the circumvention of a senior employee is a diffi-
cult and often avoided venture. Unless a systematic appraisal method 
has been employed or a marked difference in ability is self evident the 
case may be deemed to lack "merit" from the poi nt of view of what would 
be gained from a possibly difficult victory. On the other hand this 
same company in recent years successfully downgraded a group of employees 
who because of age or other factors were not capable of accepting new 
r esponsibilities injected into their work. Once again administration of 
the contract would seem to be the real indicator of performance . 
Some of the "if equal" clauses have "teeth" in them of one sort 
or another. Witness the following : 
The determination of the Company as to qualifi-
cations for promotions to f oremen and supervisors shall 
not be subject to arbitration ••• 
A hitch here is that most companies do not even consider argu-
ments over foreman and supervisor jobs as these are not bargaining unit 
classifications in most instances . One company at least t ries a 
different approach : 
Ability is defined as versati lity of skill 
including the experience and physical capacity to perform 
jobs for the Company and the individual's proven effective 
use of time, skill, energy, materials, tools, etc ., on 
his assigned tasks in producing high quality work economically. 
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Objective tes ts may be given t o empl oyees as an aid to 
establishing ability. 
By placing a more explicit definition on the term liability" the 
fie l d for disagreement is at least better defined if not effectivel y 
narrowed . Another approach is to combine the need for good supervisory 
mater ial in the future as a requirement for pr omotion today. A typical 
clause of this type is shown bel ow : 
Qualifications , as used in this Article, shall 
mean the abil ity, willingness and per sonal qualities of 
an employee to per form the duties r equired of the position 
to be fil led in a workmanlike manner, to produce work of a 
standard quantity and quality and to assume all the r espon-
sibilities required of the position . In determining the 
qualifications of an applicant, t he desire and ability of 
such appli cant t o advance to higher classif ications will be 
contributing factors . In the appl i cation of t he provisions 
of the agreement, the Union recognizes the necessity for the 
Company to promote and have avai l abl e empl oyees capable of 
qualifying for higher positions when vacancies occur. 
C01ITRACTUAL QUALIFICATION DET&~ATION: 
A study of nine recent but non-current contracts of New England 
util ities discloses a marked lack of specification as to how qualifica-
tions are to be determined. One of the nine contracts was definite in 
establishing that a test woul d determine qual ifications . It reads as 
fol lows : 
Qualifications for any position within the 
bargaining unit shal l be demonstrated by an examination. 
In the event that more than one person receives a passing 
mark in such examination, the one having the greatest 
departmental seniority will be the one pr omoted. 
This clause goes on to explain tie breaking measures in case of 
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equal departmental seniority but the interesting thing is that here a 
contract states in writing that the t est shall govern. Note also t hat 
this is an "if qualified" clause . Of importance also is r ecognition that 
this clause is in the same contract that requires a junior man to be pro-
moted to a top job i f he gets a mark 15 points above the senior man al-
t hough this feature was added subsequent to 1958. Under these circum-
stances a test is certainly implied but of the nine studied in this era 
(1957-1958) only this one contract r equired a test. This was an electric 
company which fits a general rule that the electric utilities are more 
prone to require testing than gas utilities . There are certain reasons 
for this centering around uniformity of cl assifications or job descrip-
tions, jobs with markable features and others that do not necessarily dis-
credit gas company managements as backward in this respect . 
Another point to be made is that the lack of measurement media 
in the contr act does not preclude the existence of such techniques in the 
company' s practice. As a general comment however, it might be s aid that 
if a well developed testing, merit rating or perfomance review system is 
in use it would probably show up in the contr act. 
A review of the twenty current contracts used in earlier sections 
indicates that there may be a trend towards inclusion of a determination 
means in the contract. For instance one company uses t he phrase , " · . sub-
ject to sufficient qualifications and fitness as detennined by the company 
on a uniform basis. 11 The key words here are t hose denoting a standard 
plan of evaluation . What the plan is is not mentioned but it is signifi-
cant that some sort of "uniform" evaluation is nov1 a contractual obligation. 
One of the earlier quotes came from this group in which t he contract stated; 
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uobjective tests may be given to employees as an aid to establishing 
ability ." Another approach is exemplified in this quote: 
the job . 
The senior employee in the lower classifica-
tion will be given preference in assignments which would 
permit him to demonstrate his ability to qualif.y for 
promotion. 
Here the important feature is that of actual demonstration on 
As will be found in later sections though, the backward move-
ment in this "trial : system is more painful than the foreward movement. 
That the trend is probably a valid assumption is evidenced by 
the fact that 18 of 35 companies queried indicated that tests are used in 
determining qualifications. Five of the companies report the use of 
merit rating programs in their personnel operation and one reports an 
informal merit rating program in use . Such activity will not probably 
long escape the contract's bounds. 
OTHER FACTORS IN PROMOTION : 
To this point we have studied the factors of primary concern 
to the hypothesis . It should be mentioned nevertheless that other factors 
may have a bearing in promotion and that some of these factors have gained 
the status of contractual mention. A common approach is to list the 
factors involved and then differentiate between them in an adjoining 
paragraph. One of these clauses has been quoted earlier, ho"i'Tever another 
example is reproduced here: 
Selection of employees for promotion, demotion 
or l~off because of a reduction in forces shall be based 
upon the following factors: 
83 
a . Length of continuous service 
b . Training 
c . Ability 
d . Efficiency 
e . Physical fitress 
vfuenever all other fact ors are relatively equal, 
length of continuous service shall govern. 
This will be recognized as an 11 if equal11 clause . One trait of 
this type is a tendency towards overlapping in enumerating the various 
considerations . For instance, in the clause above, who is going to 
differentiate between 11 abilitY'' and 11 efficiency"'Z There is no quarrel 
with the desirability of these factors but if one is efficient he has 
ability and one who displays abi lity must be efficient . Put another way, 
is there such a thing as good inefficient ability? A somewhat unusual 
though commendable factor is noted in the following clause : 
\Vhen seniority status is involved in questions 
of layoffs, r ehiring, discharges, and promotions, then 
the following factors shall be considered in this order: 
1. The qualificat ions of an employee for t he 
job. 
2. In case the qualifications of the employees 
involved are substantially equal, then 
department seniority if within a department, 
and Company Divisional Seniority if the 
employees involved are not in the department 
in which the job is open. 
3. In case the foregoing factors are substantially 
equal, then the family status of employees in-
volved . 
The concern over the family status is excellent human relations 
but this factor, as is the case with others of its type, is probably not 
of much consequence except that from the union point of view it could be 
excellent pol itical material . Common to every contract studied for this 
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paper however is a complete l ack of measurement for these 11 other11 factors. 
What is "family status" for instance? Does the number of children enter 
into it? How about ages of family members? Is the family status of a 
man who is having difficulty feeding six youngsters better or worse than 
one who is having difficulty getti ng one child through college? May we 
hope for continued concern in this direction but m~ it never get to the 
point where the rules are spelled out in a contract. These are indivi-
dual cases and from all indications New England utility managements and 
unions have taken a practical 11cross-the-bridge-when-t-1e-reach- i t" attitude . 
CLAUSE DEVELOPMENT AND ACTIVITY: 
In the questionnaire survey some basic information regarding 
promotion {or seniority) clauses came to light. Concerning ourselves 
for the time being with twenty-five New England utilities representing 
a good cross section of the six state area we can make the f ollowing 
evaluation. 
These clauses have been in effect for some time. The first 
year of record in fact was a banner year from the point of view of num-
ber of contracts involved . In 1937 four unions negotiated some sort of 
seniority clause into the cont r act. I n only one other year (1941) was 
the influx as great. The early stages of WW I I however seemed to pre-
cipitate the greatest acti vity for the years 1941 and 1942 saw seven 
contracts develop seniority clauses for the first time ( 28%) . The 1937 
surge coincides nicely with the Nati onal Labor Relations Act of 1935 which 
did not effect many industri es until the N.L.R.B. could be established 
and precedents set. The last arrival in the seniority clause "camp" 
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came in 1958 although some of the company' s employees had seniority con-
ditions established b.Y contract eleven years earlier. 
Of the 1937 entries it is perhaps significant t hat two of the 
companies report that their original clauses are still i ntact, havi ng 
been unchanged for a quarter century. Needless to say these managements 
feel that the debatability of the clause or degree of 11t rouble" it gen-
erates is nil. On the other hand t he other two companies r eport that 
the clauses are subject to frequent debate and were both altered within 
the last two years . The reasons for this discrepancy can be many sided. 
That one situation or the other mandatorily indicates superior administra-
tive skill is fallacious . The possibility of fault cannot be entirely 
eliminated however . From the indications of the survey we can make 
t hese observat ions regarding the f our 1937 companies. 
Of the two 11no trouble" companies: 
1) One is a muni ciple company 
2) Neither have AFL- CIO affiliate unions 
3) Both employ less than 200 union workers . 
4) Both use company seniority f or promot ion purposes 
Of the two 11trouble 11 companies : 
1) Both are privately owned companies . 
2) Both have AFL-CIO af filiate unions. 
3) One employs less than 200 union workers, the other 
employs considerab~ more . 
4) Both use classification seniority for promotion 
purposes . 
5) One's contract considers qualifications of less 
importance than seniority in promotion . 
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Common to all four companies : 
1) All are single service, central utilities . 
2) All feel that qualification is a basic and valid 
promotion factor . 
3) None report over 5% of their promotions are other 
than the senior employee . 
4) All consider seniority a valid consideration in pro-
motion. 
Considering all twenty five companies it develops that seventeen 
(roughly two thirds ) feel that the seniority provisions are not subject 
to frequent debate. Seven companies took the opposite viewpoint while 
one felt that at times the clause was under criti cism. The au thor is 
inclined to include this last with the 11no t rouble" group for experience 
indicates than when any clause is up for discussion it appears at the 
time to both parties that it is 11 subject to considerable debate . " 
An analysis of the seven 11 trouble11 companies shows little in 
common among them. The nwnber of employees in the bargai ning units 
involved ranges from less than twenty to a hundred times that. The 
unions representing the employees are as follows . 
District 50 U.M.Vl.A. (1 company) 
u .w.u .A. , AFL-CIO ( 2 companies ) 
I . B. E.W., AFL-CIO (2 companies) 
Brotherhood of Utility Workers of N.E. (2 companies ) 
All of the seven companies use either a posting technique for 
promotion or a combination of posting and upgrading employees in the next 
lower classification. The lack of similarities lends weight to the argu-
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ment that the administr ation of a contract is far more of a factor in a 
company's l abor-management relations than is the contract itself. 
One feature that might be indicative of consistency in these 
seven companies is that none of them use company seniority in promotions . 
There is consider able doubt that this is a valid weathervane however for 
many of the 11 no trouble" companies do not use company seniority either . 
In any event t he highly intangible aspects of the seniority question make 
it hazardous to accept any indicator as a pathognomic clue. It is a fact 
that none of these seven companies have retained their original seniority 
clauses . 
POS<'I3LE -rTURE 'l'F.:NDS Ir CL.~U.C)Z CONSTRU::TION : 
As noted in an earlier section the activity in the fields of 
testing , merit ratine and the l ike is on the increase in New England util-
ities . Just what this may mean in the development of future contracts 
is not clear. There are indications that both managements and unions 
are adopting more sophisticated views in industry. The New· England 
util ities have changing developments which lend an air of urgency to cer-
tain concerns of the worker . The electric industry is eying the atomic 
reactor as a heat source . If practical in any area of the U. S . this 
region would be the leader due to relatively high fuel costs . Once coal 
handling operations became obsolete or perhaps relegated to a "standby" 
r ole what would become of the rlOrkers involved in these operations? The 
gas utiliti es have seen -- and will probably continue to see -- a~ up-
heaval in employee relations since the introduction of natural gas . The 
effects can be seen in practically all current contracts which in the 
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last decade have grown larger and larger in so-called security areas . 
Such things as layoff and re-call provisions, effects of breaks in service 
on seniority, retrogression plans and the like are gaining ground . The 
use of outside contractors is often under fire from unions on the grounds 
that t heir use m~ result in the l~off of a union member. 
On the other side is management ' s realization that unionism 
i s here to stay and that certain demands of t heir employees must be met. 
At the same time eve~ cost cutting avenue that holds promise will be 
explored and exploited. The end result is one of unusual flavor in the 
security-minded atmosphere of utility oper ations . Just what approaches 
by either party will be made is difficult to predetermine . 
It does appear however, that unions m~ take some (perhaps 
unofficial) cognizance of management 's demands for quality in supervision . 
In actuality many unions (more at the local l evel) quietly agree that 
some people do not make good bosses . The basi c tenants of unionism 
however will make the entry of this recognition into written form a matter 
of rare political delicacy . In fact managements will find i t difficult 
to establish the ground rules by which the proper seniority - qualifica-
tion balance can be achieved . Of 30 unionized New England companies 
answering the question only 4 stated that seniority was not a valid 
consideration in promotion. This means that by and large the New 
England utility managements will not press for abandonment of seniority 
clauses . It would undoubtedly be a futile effort anyway. On the other 
hand 20 of the 30 companies indicated that without a union at least some 
of their promotions would have been different than they were . This 
would seem to show that some additional criteria for promotability will 
be requested at the bargaining table by management. 
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Despite the possibility of a sympathetic ear on the part of at 
least some unions the changes will not be significant unless some means 
is developed to inject objectivity into subjective criteria. This will 
be the responsibility of management and as will be pointed out in later 
sections it is a task of consider able magnitude. 
A factor working against this trend might well be the consolid-
at ion of smaller utilities in New England into larger probably divi-
sional -- utilities. This would t end to attract the larger unions and 
might result in a greater emphasis on seniority as has been exhibited 
nationally. The eventual outcome is open to conjecture certainly, but 
it appears that management in general (in the N.E. utilities) can hope 
to improve their position through the adoption of some form of qualifica-
tion evaluation which is uniformly fair to the employee . It is signi-
ficant that every one of the ten companies who indicated t hat their pro-
motions would have been the same without a union employ t ests for at 
least part of their qualification evaluations. 
PROAOTION IN PRACTICE - TH:: UNION : 
Writing is one thing, doing is another and in the writing and 
administering of a labor contract the idea holds particular meaning. 
At times those involved in labor-management r elations (on both sides) 
could well find applicat.ion for Shakespear 's comment "No more like m:y 
father/Than I to Hercules •11 I t is not necessaril y a point to bemoan. 
The lack of a positive configuration for man's mind makes it imperative 
that when dealing with men fle~bility be allowed. In the New England 
utility f ield there appears to be at least enough of this feature . Up 
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until now we have discussed two general headings for seniority-qualifi-
cation relationships . To the union man there is only one category 
(officially) • 11If qualified" and "if equal11 clauses are invariably 
treated by the unions as requirements to meet minimum standards . In 
our contract language analysis it appeared that perhaps N. E. utility 
union locals were not as adamant on this point as the large industrial 
unions might be . The basic attitude exi sts nevertheless and as pointed 
out earlier any outward relinquishment of this criteria will only come 
when managements can exhibit a sound, fair eval uation technique . For 
the moment unions will still rely on their own bases and that is generally 
the man's own opinion of himself. JB 
Einstein once observed that, "Imagination is more important than 
knowledge~39 Unions nevertheless generally adopt the attitude of 
"seniority above all -- even if it hurts ." There is some solid reason-
ing behind this approach . First of all the seniority rule gives the 
union leader s a relatively easy decision. It eliminates any appreciable 
study on their part and stands up well in the face of membership opposi-
tion. Secondly ther e is the fact that seniority protects to some degree 
the employee against favoritism in the union itself -- as well as manage-
ment . Thirdly, the fact that the survey shows some promotions of other 
than the senior person indicates that even with t heir 11 hard and fast 
ideology" unions in the N.E. utilities have found room for flexibility 
to meet needs . One company reported that 85~ of its recent promotions 
were not the senior man. Many reported 20% or more. 
blems. 
All of this does not leave the union without its internal pro-
Jurisdictional disputes which plague such industries as the 
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building trades are relatively rare in utilities as defined here .* 
Super- seniority occasionally causes concern but by and large the legal 
and other restrictions on alteration of seniority by a company or union 
are effective. I t is an unfair act for instance to give superseniority 
to workers who were "loyal" during a strike.4° It is an unfair practice 
41 
to al ter seniority to encourage union membership. 
One internal problem of unions in this field is prevalent. 
As more than one author has noted, the fact that t here is a promotion 
pending does not always attract appli cants for the job. 42 Furthermore 
it's fairly well recognized that on occasion a person may accept a pro-
motion and then request a return to his former assignment.43 One possible 
reason for this could be the responsibility of higher positions. Many 
individuals flatly refuse to accept responsibi l ity -- particularly for 
the actions of others. Of possibly more concern to a first line super-
visor is the reliance that his men will put upon him to solve their 
individual problems. The fear that he m~ be held accountable by one 
of his fellow employees for giving him a 11bum steer" could easily kill 
the ambitions of many would-be supervisors . The utility field may be 
more susceptible to t his kind of problem for one study of eight industries 
in an area outside New England showed that t he reliance of employees on 
their supervisors as a preferredsource of information was much higher in 
the three utilities included than in the other companies.44 
PROMOTION IN PRACTICE - THE !>1ANAGEMENT: 
Not of appreciable surprise comes the realization that manage-
*Transportation utilities are considerably different in this respect. 
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ment too views the 11if qualified" and 11if equal" clauses pretty much in 
the same l ight. Unfortunately it is not the same light as the union's . 
As was exemplified by the company that took a strike to get the word 
11well'l into the contract considerable disagreement can develop on the 
issue . In an interview with an officer of one of the larger divisional 
systems i n New England it developed that in actual practice the company 
consider ed the 11if qualified" clause fully as desirable as the "if equal" 
clause . In its basic concept of qualifications this management inserted 
certain criteria that normally unions woul d not . The concern over the 
problem as viewed by this company was not, however, of great proporti ons . 
Normally speaking, a progressive management must look to 
various factors outside of ability to do the work -- especially, as noted 
officially by one contract studied, when consi dering applicants for jobs 
from which supervisors may be drawn. A partial list of these would in-
elude. -
1) Leadership abilit y 
2 ) Job knowledge 
3) Promotabili ty 
4) Age 
5) Appearance45 
Hany of these (if not all) can be immediately recognized as 
difficult points to sel l to a union. 11Age 11 , in fact may be considered 
illegal in some states . Job knowledge is not a particularly difficult 
point on which to reach agreement (of its importance) but what union 
representative is going to f 8ce his group and declare that a senior man 
was bypassed because of his appearance? Much worse , from the union's 
point of view is the age factor. If a union is declared as the protector 
of the older employee how can it possibly accept the explanation that one 
of its members cannot be pr omoted to a top job because he would be too 
old to later promote into supervision? The answers to these are all too 
obv}ous -- the union cannot accept them. 
All is not clear and clean within the management camp either. 
Certain internal problems will arise in determining who should be pro-
moted. Much of the New England utility promotion logic is based upon 
the incumbent supervisor's opinion. The validity of thi s approach i s 
not above reproach but it has been legally recognized in the past . 46 
As will be discussed in more detail later the supervisor is not necessar-
ily the proper judge . Rarely should he be the sole judge . The ability 
to improve supervision under a selecti on system utilizing t he outgoing 
supervisor to a great extent is seriously hampered. For this and other 
reasons one s t udent noted that, 11The right men aren't picked to be fore-
There is evidence that many workers would echo his opinion. 
other authorities stuqying the s i tuation nationwide find that 
managements (not r estrictPd to utilities) may very well be doing them-
selves an injustice by encouraging limited abilit.Y employees. They 
point out that the top jobs in a given sequence may eventually be 
crow-1ded with incompetents not because a union pushed its seniority 
button but because management "helped along11 a "nice guy" who just didn 1 t 
have the ability to handle the final step . 48 
Also of concern is the question of worker morale. One 
authority points out that lasting hann can come from a neglect of t he 
human relations aspects of supervisory development. The general level 
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of worker morale must be maintained at a high value if good supervisory 
potential is to be developed. In studying this effect a group of 
employees in an automotive plant were questioned relative to their hopes 
and aspirations concerning supervisory jobs. The researchers found 
that though everyone wif'hed to someday be a supervisor less than 5% 
thought they had a chance . 49 If we go back to an earlier finding that 
one foreman should handle 8-12 workers it becomes evident that this 
automotive company will promote twice as many people as seem to have the 
proper amount of self assurance. With half of their future foreman 
hesitant over their opportunities it is doubtful that this company will 
be well supervised in the future. Though our study did not uncover any 
specific instance of this pitfall in New England utilities it can be 
safely assumed to be of concern in practically all industries. 
QUALIFICATIONS - A PROBLEM OF PROOF: 
As indicated already in this study the hurdle of union oppo-
sition is only one that must be cleared to reach a common sense ability --
experience balance in personnel selection. Using the words ability and 
qualifications interchangably for the time being we shall investigate 
the proof problem to see how it affects the New England utilities . 
An independent national study of electric utility contracts 
unearthed the same information that this N.E. contrect study did insofar 
as wording is concerned in the "if equal" case. Of the 116 contracts 
studied it developed that 55 placed qualifications higher than seniority. 
This is a markedly higher percentage than the New England group. The 
six most commonly used terms to describe the other factors to be 
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considered were ability, skill, efficiency, training, knor1ledge and 
physical fitness . 5° Though more contracts seemed to employ stronger 
qualification requirements it appears that in discussing determination 
techniques we can treat New England utilities much the same as other 
industries; certainly as electric utilities in general . 
The question arises as to who must do the proving . On paper 
there m~ appear many brave words relative to qualification requirements 
yet in a significant number of cases impartial arbiters have proceeded 
under the assumption that management must assume the proof burden. All 
too often a management finds it cannot successfully defend its contentions 
under the ci rcumstances of an arbitration hearing . A common complaint 
of managements in recent years has been that outside neutrals have taken 
too heavy a hand in determining the qualifications of employees. 
Though there may be some justification for this feeling it may also be 
an indication that managements are losing more cases than they feel they 
should . Furthermore the heavy reliance on posting (22 out of 30 N. E. 
utilities use it solely) for promotion aggravates the company's situation. 
Job posting as a technique has been found to place the burden of "not 
qualified11 proof directly on the management. 51 
Ho1-1 to go about proving the question is a problem in itself . 
\-!e will review here thre (.' fundamental techniques, namely testing, merit 
rating and personal evaluation for all are used to some extent in the 
New England utilities. It should be well understood that one cannot 
even start proving a case without clear contract language .52 In the 
sections following such clear language will be assumed in effect. 
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TESTING: 
The technique of testing has made substantial inroads into the 
New England utility industry. As discovered earlier very little mention 
is made of the test requirements in the formal contracts yet the ques-
tionnaire survey showed moderate activit,y in this area. The indications 
seem to be that this type of evaluation will continue to grow. Though 
not a cure-all -- no technique to date is -- testing has been shown 
definitely effective in reducing grievances in the transfer and promotion 
processes.53 One student, studying the so-called "forced choice" type 
of test, unqualifiedly reports that satisfactory performance indices can 
be attained at the foreman and supervisor level.S4 
Of perhaps equal importance is the finding of at least one 
survey that testing has relatively little union interference . This of 
course depends to a great extent upon the tests used and the manner in 
which they are administered. The general indications of the independent 
study however were that in hiring new enployees the use of tests did not 
meet with any noticable union opposition however in the case of transfers 
and promotions at least some union interference was recognizable.55 The 
interference though, did not seem to be of a magnitude sufficient to 
thwart the expansion of their use . 
Furthermore tests find management support i n that they are 
easy to administer, easy to record and relatively economical. Usually 
extensive facil ities are not needed and the personnel giving the tests 
need not be highly trained. In some cases of course cert ain classifica-
tion requirements will automatically preclude pencil and paper tests and 
if an on the job or practical test is to be given someone skilled in the 
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work will be necessary to evaluate the applicant's performance . 
All is not without problems however . One of the biggest dan-
gers of any testing program is overreliance on t he p~rt of management . 
Most specialists in the testing fie l d tod~ warn of t he pi t falls to be 
encountered in allowing a written test to override the applicant's per-
formance record. As noted an authority as Jucius cautions t he testor 
in this manner : 
But even t he most enthusiastic supporters of 
tests do not insist that decisions r egardi ng applicants 
or employees be reached sol elY on the basis of test 
scores . This technique shoul d be vi ewed as a contributor 
to the process of hiring, for examnl e . I t should add 
to the sum of information gathered from application blanks, 
r eferences, observation, and interviews . I ts measurements 
should be given a place in the general scheme of int erpre-
tation and not be permitted to usurp or minimize t he 
contributions of other tools . Perhaps t he chief reason 
for dis sati sfaction with tests has a~sen out of the fact 
t hat , when reliance has been pl aced upon t hem as the major 
source of i nformat i on, t hey have proved unreliable . S6 
Recognizing this d?nger one author ity suggests that testing 
should be r esorted to only under specifi c circumstances . He feels t hat 
the criteria to be met before applying t ests should include at l east 
one of t he following: 
1) Use when the candidates or applicants are not involved 
i .n supervisory work at present and as a r esult cannot be 
judged t oo well by other means . 
2) Use when there is a l arge number of candidates . 
3) Use when morale conditions dictate the use of as much 
objectivity as possible in the sel ection pr ocess . 
4) Use when candidates appear from several different units and 
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all cannot accurately be evaluated by a single supervisor 
•tt 57 or comm1 ee . 
In our case, where we are studying promotion into management 
the first criteria would nearly alw~s be met, however in the promotions 
leading up to this poi nt we must (if this author is to be followed) re-
sort to other justifications . 
Other disadvantages incl ude the difficulty of achieving uniform 
test conditions. At this level of supervision the applicants may be 
unfamiliar with formal testing and react unfavorably to it. A good 
foreman is not necessarily a good scholar and indivi dual variations in 
adeptness at test completion may unfairly prejudice an otherwise excellent 
prospect. In higher management levels this is not necessarily the case 
as at such levels the poise necessary to take formal testing is an 
assumed job requirement . Furthermore, some of the personal traits that 
we are looking for in foremen cannot be accurately assessed in formal 
pencil and paper tests.58 
One factor found to be a problem in the communication utilities 
is a variation in training between testee and testor . Such has not 
been reported in the energy utilities yet the situation c ould well exist. 
The difficulty arises in practical (on- the-job) testing where the 
observer is an experienced, older employee . If the older employee has 
not kept up to date on new equipment he will undoubtedly put the applicant 
through the paces on older types of equipment . If the appl icant has 
not worked on older equipment (or had no opportunity to ) he m~ be 
unfairly marked on his overall ability. In any event, Jucius 1 caution 
would appear to be worth heeding. 
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The New England utilities nevertheless do use testing t echniques 
and will probably forge ahead in their use . The gas utilities commenced 
using tests in evaluating service personnel in the early fifties and 
their use in the electric utilities dates back farther still . The 
testing is usually a staff function being conducted under the guidance 
of personnel departments . 59 As noted earlier however contract language 
regarding the tests is somewhat sparse. As a r esult it is difticult to 
evaluate the actual impact of testing on the promotion process . 
OUr survey r eveal ed some rather intriquing r elationships in 
this regard. Considering t hirty unionized New England companies the 
testing activity is shown below. 
Use qualifying t ests for some or all -
Clerical jobs - 8 companies 
Physical jobs 16 companies 
Technical jobs - 7 companies 
Other jobs - 1 company 
It further develops that the sixteen companies utilizing tests 
for at least some of their physical worker qualification requirements 
r eport an aver age of 22% of their (total ) promotions are not the senior 
candidate. This is exactly twice the 11% reported by companies not 
using tests for physical worker evaluation . Seventeen of the thirty 
companies felt that seniority was actually the primary consideration in 
their promotions despite contract wording. Of the thirteen who felt 
otherwise it is of no great surprise to find that nine of them employ 
qualifying tests to some degree. These revel ations tend to add weight 
to a conclusion that is difficult to avoid. 
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MERIT RATING: 
Merit rating has been defined as t he act of estimating the rela-
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tive worth of employees . In many industries i t has come into common 
practice. Often 1t is employed with wage incentive programs . To date 
it is not a major factor in New Fngland utilities. A leading figure in 
the labor-management field remarked a few years ago, -
Merit rating hel ps substantiate an appraisal 
and clear, logical lines of promotion insure proper train-
ing and eliminate problems of pbility versus seniority.61 
There are actual advantages to this type of evaluation. It is 
continuous and current. Good and bad indicators are recorded as they 
occur and not a few years later when memories turn fuz~ and the emotions 
of the time tend to displace objectivity. Further, it allows room for 
some personal evaluation but restricts it to points that can be substan-
tiated. This enables the rater tooomment on individuals that are 
satisfactory but don •t really "have it" for future promotion. Of 
interest to the union is the fact that ratings are somewhat impartial due 
to the lack of "pressure" on the rater at the time t he rating is made . 
Unions are historically suspicious of cases drawn up overnight against a 
particular employee and well they might be . The long term aspect of a 
formal rating program overcores this concern to some extent. The rating 
can be at times in fact, a "crutch" for the union. Of f i nal interest to 
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management is the fact t hat it is a rather inexpensive program to admini ster 
though pr obably more expensive than testing . 
There are some drar1backs. Due to the fact that in most com-
panies ratings cannot be made by one individual t heir uniformity is suspect. 
The allowance of personal opinion as mentioned above is, despite the re-
strictions, open to some prejudicial comment. Further, as wi th testing 
and other techniques, the system is not sufficiently dependable to be 
used as a s ole evaluator . In this r egard however, it is deemed possible 
that a program of this type administer ed justl y and consistantly can be 
more accur ate than formal testing. 
There is at l east one other unfavor able feature to merit rating 
pr ograms that possibly escapes all but the psychologis t . Schuyl er D. 
Hoslett, Vice President of Reuben H. Donnell ey Corp. , Chicago, called 
attention to it in a speech by saying: 
r.tany superiors find year- end performance 
reviews a difficult and trying period, when they have to 
sit down ~1ith a subordinate and work out with him what was 
good about his performance, point out what areas need 
impr ovement, and suggest some concrete steps for improve-
ment during the next year . 
Often one r eason they find it difficult is that 
many of these qu~stions haven ' t been discussed thoroughly 
during the year.62 
As indicated, the New England utilities have not made the move 
as yet towards mer it rating. There is no clear indication that a move 
of this type will come about . One large New England utility is known to 
be taking strides in this direction at present but what trends mqy develop 
in the region are difficult to establish. Our survey disclosed that in 
the worker categories shown below the indicated number of companies 
(out of thirty) were using merit rating at pr esent . 
Clerical workers - (1 company) 
Physical workers - (4 companies) 
Technical workers - (1 company) 
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Other classes - (2 companies ) 
One of the two r eporting use under t he 11 other 11 category indi-
cated this was management personnel . Excluding this last category and 
analyzing the first three only it develops that there are five companies 
involved - - as one reports its use undertwo categories. Four of these 
f ive companies also employ testing devices in evaluat ing some or all of 
their personnel. 
Due to the dual efforts of 80~ of t he companies involved in 
merit r ating the actual effectiveness of the individual pr ograms cannot 
be clearly defined. Five significant f acts evolve however . 
1 ) The five companies report an average of 28% of their pr omo-
tions are other than the senior man . 
2) Eliminating the company that does not use tests from this 
group the percentage of pr omot ions that were not the senior 
man rises to 35%. This compares with 23 .8% for all companies 
using t ests . 
3) All but one felt that seniority was reall~ in practice, the 
pr imary factor in pr omotion . 
4) All but one felt t heir percentages shown above would have 
been different without a union . 
5) All but one felt that s eniorit y restricti ons were i mpairing 
the development of first line s upervisory material . 
PERSONAL EVALUATION: 
Probably no other system in per sonnel selection is mor e wide-
spread in its use than personal evaluation. When the boss' secretary 
marries and l eaves his empl oy, more likel y than not he 'll ask her which 
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one of the stenographers would be best suited to take her place . 
same philosophy extends to and through all levels of management . 
The 
At the 
first line of supervision the foreman often nsteers" his superiors' deci-
sion f or his replacement. The system has consider able merit for among 
other features the man makin~ the choice is the one most familiar with 
the applicant's effectiveness on the job. This has been born out by at 
least one formal study. 
There are however, shadows of doubt to be cast over the techni-
que . Generally speaking the criticism centers around two thoughts . 
1) Host foremen are not skilled at evaluating the intangible 
factors desired by management such as leadership ability. 
2) Poor foremen tend to perpetuate t heir inefficiency. 
To overcome the first of these failures it may be necessary to 
employ suppl emental evaluation means . Training of the f oreman to detect 
the intangibles is of questionable value in that it detracts from his 
primary job. Some companies, in industry generally, have adopted a 
committee selection system. Some of these committees include union 
stewards or other r epresentatives and are des igned to util ize the selec-
tion abilities of each member .63 
The second of the objections is perhaps the more serious . In 
a nutshell it can be stated that "mediocrity breeds mediocrity." All too 
often a sub-grade foreman will lean towards men of subordinate abilities 
considering the others as "smart alecks" or "wise guys . " In a remark-
ably illustrative study run by a California consulting firm a supervisor 
was asked to identify his "trouble makers" . He gave 13 names and when 
the supervisor's entire forc e was uniformly tested it developed that three 
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of the "trouble makers" were below the group average, one was average and 
nine were above average including five who tied with the top score for 
the group. 
The complete study encompassed 64 union stewards or officers 
in 14 locals, 256 foremen in 50 companies and 135 operating executives in 
35 companies. The box score of the test results tells a story in itself. 
It is reproduced here in chart form . b4 
Type of Test s c o r e 
Executives Stewards Foremen 
vlor d meaning 24 20 13 
Logical relations 16 13 10 
Arithmetic 10 8 7 
Logical analysis 5 4 2 
The possibl e dangers of relying on the foreman's choice are 
self evident. A further danger is that t he choice all too often results 
in a "spot" decision . This is the problem noted under merit rating which 
that technique tends to eliminate. Recent performance will be maximized 
and past perfonnance minimized. There is some value to this but every 
parent is well aware of the fact that children are relative angels during 
the days leading up to Christmas . Adults retain certain childhood 
characteristics and this is one of them. Also on the red side of the 
ledger is the problem of substantiation. Of all the systems employed 
this creates the most havoc with union officials . It places both manage-
ment and the union in a difficult box because in actuality they are both 
not sure what it is they are talking about . This is especially true in 
evaluating personalities . Unions hold no edge on i gnorance in this light. 
Hany an otherwise competent manager can be "fooled" by one of his employees 
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insofar as evaluating personal traits. Remember, a supervisor normally 
sees his men only during working hours . He doesn't l i ve with them. 
\.Jhat the man is like "inside11 may escar>e detection by an untrained ob-
server. 
There are at least two relatively new evaluation techniques 
being used experimentall y in general industry. One has to do with rating 
oneself and the other empl oys rating by suborQinates. The latter of 
these has been used by one of the major petroleum corporations in the coun-
try with qualified success.65 Use by energy utilities is not reported. 
The adoption of personal evaluation by New England utilities is 
extensive. As noted in the pr eceding sections 17 of 30 companies use 
tests. Four of these also employ merit rating. One employs merit rating 
but not tests. In all then, 18 of 30 companies use some auxilliary means 
for evaluation. This implies that 12 companies employ personal evaluation 
<'llone. This would seem to be a valid assumption and considering that no 
companies use merit rating for all types of workers and only three use 
testing for all t ypes of unionized jobs there is apoarentl y even further 
widespread r eliance on supervisory personal evaluations . Probably well 
over half of the promotions in New Engla~d utilities are either solely on 
this basis or influenced by it. Though not a practice to be condemned 
it is nevertheless under some criticism as the utilities appear to be 
going more and more into supplementary indicators . Eighteen of thirty 
companies feel their supervisory development is imoaired to some degr ee 
by current promotion methods . This r ealization undoubtedly indicates a 
a dissatisfaction with the method and the major method would seem to be 
personal evaluation. 
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MISCELLANEOUS EVALUATION DEVICES : 
To date the use of more abstract techniques has not been adopted 
for selection of first line supervisors i n the New England Utilities. 
Already mentioned are the "rate yourself" and "rate your supervisor" 
techniques . Others such as the leaderless gr oup discussion and 11 how 
supervise" have likewise not been reported in use. Other industries are 
using t hese methods in a limited manner but the evaluation to be made 
from the test results r equires such a specialized interpreter only the 
large corporations can successfully employ these techniques. The leader-
less group process may prove valuable in the future as it overcomes cer-
tain failures of pencil and paper tests such as giving a basis for 
evaluating tact, init~ative and s ocial skills.66 Some of the larger New 
England utili t ies are currently subjecting management personnel to this 
type of exercise. 
LFGISLATION IN PROHariON : 
The basic legislation that started and continues to support 
the seniority - qualifications struggle is t he Wagner Act . The shaping 
of its influence in this area is quite well compl et ed and mana~ements are 
more disposed to live with it than fight it. Many executives will 
privately admit that the conditions under which promotions were made and 
men evaluated in days past were generally unsatisfactory prior to basic 
legislation. The National Labor Relations Board does not receive many 
seniority - qualification questions for this is the province of t he 
arbi ters . During '~vII however the War Labor Board with its broad 
almost dictatorial - - powers made a series of decisions which had a pro-
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found affect on the trend of thought during the succeeding years . The 
tenor of the Board's approach is well illustrated in the following exerpt 
from a case finding early in the war; 
Due to the critical need by the Navy for the 
product which is being manufactured i n this plant, manage-
ment shall not always be r equired to advance an employee 
from a lower paid job to a higher paid job if such advance-
ment will interfere with the productive effi ciency of the 
plant. In considering empl oyees who may be available for the 
higher paid jobs , merit, ability to do the job and capacity 
shall be paramount considerations, sen~ority pr evailing only when 
other factors are ap roximately equal. 7 
Note the word 11 approximatel y; • None of the contracts inves-
tigated in this study use this word. Quite possibly t he term ' relatively" 
has met with l ess misfor tune around t he bargaining tabl e . 
The Board backed up its philosophy in a series of notable deci-
sions . In 1942 a series of three cases established that promotion was 
basically a function of management and r eaffirmed that seniority should 
pr evail only where qualifications were equal. 68 In 1943 the Board noted 
that a clause allowing the promotion of 11 exceptional11 persons w~s legal69 
and the following year denied a promotion on a seniority basis where the 
employee ' s qualifications were only 11 sufficient . 11 70 Also in 1944 the 
Board r ul ed that skill and qual ificati ons were both negotiable items71 
and that a company's decision in a promot ion case was final unl ess the 
union could show that the management had acted i n an unfair and capricious 
manner. 72 Final izing its attitude in 194~ the Board stated wages alone 
cannot determine whether or not a transfer i s a promotion .73 
The atmosphere of war unfortunately is somewhat different than 
that of peace and with the end of hostilities the authority of the board 
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vanished. Certain tenants did prevail until the present however and 
have exerted a deep directive force on our pres~nt day philosophies . The 
dec i sion that the i mpor tance of a person's qualifications are at least 
negotiable in the contract may have been one of the most fortunate pieces 
of profundity in the history of labor-management relations. 
the Board members did not l ook upon it as such at t he time . 
Assuredly 
Local or State legisl ation is not particularly effective or need 
it be in the area we are discussing. In New England three states (Massa-
chusetts, Connecticut and Rhode Island ) have statutes closely patterned 
after the ori ginal Wagner Act . The r emaining New England states have no 
such state l egislation . 74 The various Public Utility Commissions or 
Departments of Publ ic Utilities have no jurisdict ion in this area under 
normal circumstances. In cases where labor strife may be endangering 
the health or welfare of citizens of the state the legislative body may 
move in under appropriate enabling acts (such as the Slichter Act of 
Massachusetts) and assume some form of mediatory r ole . If t he conflict 
shoul d be centered around a seniority-qualif ications question (as did one 
strike in a New Engl and util ity) the legislative branch may make certain 
proclamations in i t s regard. In general t he arbitration pr ocess is far 
mor e productive of pattern- making decisions in t his field . 
ARBITRATI ON IN ~ROMOTION : 
Though arbitrat ion under most New England utility cont racts is 
a relatively rare occurr ence (one major utility r eports only three arbi tra-
tion cases in its history -- none involving promotions ) the findings in 
cases with other industries are str ong moulders of management policy . 
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One of the most basic principles is that of the trial period. This idea, 
in fact, was strengthened through two W. L. B. deci sions . 75 Generally 
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speaking arbiters are not inclined to grant relief to a management in a 
qualifications case unless the employee has been given a fair trial period.76 
Unfortunately for managements this is not always the 11 fair 11 method that 
it appears to be on the surface . There are at least three failings which 
develop. 
1) The trial employee's supervisor may not be alert to the 
man's performance during his trial period. 
2) If disqualified it is more difficult to reverse the process 
than if it had not been started at all. Managements tend 
to view the procedure as a 11 foot-in- the-dooru technique . 
3) In crev1 or group work the trial employee may -- if popular 
with the other workers -- be 11carried11 by the gang and his 
individual performance will be difficult to ascertain. 
Perhaps the greatest singular influence on this problem in the 
field of arbitration is the noted "head and shoulders" principle established 
by Professor Taylor as he umpired a General !"iotors Corporation case . In 
his finding he suggests the following procedure: 
(a) An outstanding employee, "head and shoulders11 
above others in ability, merit and capacity, is entitled to 
promotion irrespective of seniority considerations. If 
necessary, management should have no difficulty in pointing 
out the f actors that account for his superior qualifications . 
(b) When such an outstanding employee is not 
available, management may s elect employees whose "abil ity, 
merit and capacity" are adjudged by management to be 
approximately equal . The individual in the group with 
greatest seniority may then be selected for the promotion 
Most managements would abide by this decision as they would 
interpret it. As we noted in a series of sections the problems of proof 
is wherein the problem lies. To repeat earlier contentions the unions 
might abide by this decision (at least in part) if managements could back 
up what they're saying. This and the existance of other arbitration 
findings are supported by six basic observations of Slichter1s team in 
their three year survey of the collective bargaining field for the 
Brookings Institution. 
are as follows: 
Their findinr,s of principle in simplified form 
1) In a significant number of cases, arbitrators have proceeded 
as if the burden of proving the superior abil ity of the junior employee 
were on the company, though theoretically the union, as the complaining 
party, would be expected to prove that the bypassed senior man was 
qualified or had approximately equal abil ity. 
2) The 11head and shoulders" doctrine, has been adopted by 
many arbitrators . 
3) In general, arbitrators have been more disposed to accept 
management ' s judgement on ability in the promotion of employees t o key 
jobs because the element of ability is considered more important on this 
type of job . 
4) In promotions to semi-skil led jobs and even noncritical jobs 
of some skill, arbitrators have been disposed to offset slight differences 
of ability with substantial differences in seniority. Thus, even if a 
company shows that the abilities of the junior and senior employee were 
not equal, seniority is often allowed to prevail . 
5) Wher e management has a r easonable and well-developed pol icy 
for measuring ~bility and where its policy has been applied without union 
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protest over the years, the arbitrator will accept it as a guide . 
6) Many companies comnlain that arbitrators are unwil ling to 
accept as persuasive evidence of inferior ability anything except demon-
strated inability to perform the job. 
For the purposes of this discuss i on the New England utility 
man2gements, if our hypothesis is assumed, should concentrate on #) and #5, 
actually in reverse order . Once again under an independent study the need 
for substantiation is recogni7.ed. \'/hat should be heartening to manage-
ments (and unions in some c~~es) is the favor able r ecognition of solid 
indicators by arbitrator s . Further evidence of hope is the authoritative 
finding that the concept of 11promotability11 as a criterion for advancement 
has been sustained by arbitr ators where a clearly defined sequence of jobs 
is in effect. 77 Unfortunately , this cl ear sequence is often lacking. 
Such l ack apparent ly is more prevelant in gas than electric utilities . 
112 
Chapter VI 
CONCLUSIONS 
113 
MANAGE11El-I"T 1 S AT"~'ITUDE : 
In a general manner it appears that the average New England 
utility management is concerned over the seniority- qualifications struggle . 
The approach of management as compared with a union's is normally of 
broader design and in this regard alone some of the strife may well germin-
ate . In the l ong range approach to the individual promotion decisions an 
attitude of appr ehension develops on the company' s part as to whether or 
not the man chosen will 11work out" . Even when a management wins its point 
in a pr omotion di sagreement it is not alw~s solidly sure that it has made 
the right move . Furthermore such concer n over the decisi on is often 
heightened by the realization that if wrong the error will hang forever 
as a symbol of management ' s inability to judge its employees pr operly. 
Such a slip m~ well affect choices for many years . The pressure to 11 give 
in" so the union can be blamed for errors is at times overwhelming. 
There is indication of certain countermeasures b~ing explored 
by the companies . The most prominent activity is in the field of testi ng. 
Just how far this effort wi ll expand in the New England uti lity field is 
difficult to ascertain but if the problem exists, and managements are 
aware of it they most certainly will take some corrective steps . Further-
more the situation if l eft unchecked would assumedly get worse . One 
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author warns that if we continue our trend t owards automation which requires 
r elati vely simple, r epetitive operations on the part of the employee we 
can expect securit y thr ough s eniority to become a lar ger issue around bar-
gaining tables . Furthermore conti nued seniority r eli ance wi ll eventually 
pl ague managements in two ways . 
1 . I f a general l ayoff becomes imperat ive the company may well 
find itself with a work force of older people with considerably higher 
fringe expenses . 
2. The release of younger people not only lets the less expen-
sive portion of the work force off but in many cases this is also the most 
d t . t • 78 pro uc 1ve por 1on. 
Not that all is bad about seniority however. We will consider 
beneficial effects in a later section but suffice it to say here that 
among other things the corollary to point (1) above is actually a benefit 
seniority operates to decrease turnover .79 By and large ho\'Tever, manage-
ment recognizes that trouble brews in the first line supervision ranks . 
The concern can be generally allocated to one of three basic premises . 
1. 'l'here is a greater awareness of the human relations aspect 
of supervision and the importance of training. 
2. There is too often a crisis over the true lqyalties of the 
low level supervisors . Small differentials, lack of management identifi-
cation and wavering support in labor-management problems tend to drive the 
supervisor back to the union . 
3. Union leaders are often more persuasive than lower manage-
ment personnel and t heir culture may seem more attractive to the first 
line supervisor than that of the middle class group above him. 80 
UNION ' S ATTITUDE : 
There is no real indication that unions are particularly con-
cerned or even aware of their responsibilities in supervisory development. 
Though his figure is considered a little high for the utility industry, 
Roger Blough, Chairman of the Board, u.s. Steel Corp . , noted that through-
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out American industry employment costs, direct and indirect constitute at 
least 75% of all costs involved in the production of the finished pro-
duct . 81 That the union local would connect t he promotion into supervision 
of inferior candidates with the effect of labor's cost on the gross national 
product is highly unlike~y. That most managements would is equally un-
likely. vfuat the union is interested in in promotion cases is usually 
short term consequences . This approach of course must be recognized by 
all as a standard approach of labor representatives in most any sphere of 
conflict . 
The usual short term consi deration is that of security and in 
this regard we might review what it is that seniority does for the worker. 
1 . Seniority pr otects older workers against r eplacement by 
younger workers . 
2. Seniority protects apainst discriminatory l~off . 
3. Seniority gives preference in re-hiring. 
4. Seniority protects against union discriminati on in the 
absence of a union shop. 
5 S . . t h 1 t 1 d . t 82 • en1or1 y e ps con ro some 1spu es. 
On the other hand the unions find that the seniority clauses are 
not without mixed blessings . Research has indicated elsewhere that the 
internal problems of s eniority consume more than half the time and energy 
of many union locals . Several employees are alert to well timed trans-
f ers through which they can 11 adjust 11 their seniority . Aside from layoff 
pr otection these "adjustments" may be aimed at obtaining a "soft" job or 
possibly avoiding night work. Many of these maneuvers are of little con-
cern to management. The advantage gained by a given individual will not 
necessarily be at the expense of the compaqy. The step is taken in fact 
to the detriment of individuals or a group within the plant and a part of 
the bargaining unit . 83 In this light, unions may be considered as partly 
open t o a di scussi on of qualifications, assuming management can develop 
sufficiently to uphold its part of t he bargain. 
HYPOTK:SIS R~VI .. J I : 
The hypothesis stated in Chapter I is reproduced here. 
Complete objectivity durin& advancement through 
union classifications (by s t rict adherence to seniority 
principles) adversely affects the quality of first line 
supervisi on. 
The reader will recall that in designing the study the case was 
confined to New England gas and electric utilities . A review was made 
of the utility industry in general and in New England in particular . An 
investigation was made int o promotion contract language, promotion as it 
is actually practiced and the difficulties facing management in qualifica-
tion substantiation. Wurther study was made of legislat i ve and arbitra-
tion considerations as well as effects . 
Considering the hypothesis for judgement it woul d seem that 
sufficient indices have developed to substantiate it. Giving some 
allowance for a lack of prior investigations as support of the contention, 
the justifications developed t hrough interview and (particularly) the 
questionnaire more than offset counterbalancing arguments. The factors 
leading to the conclusion are discussed in s ome detail below . 
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RELATIONSHIP OF DATA: 
One of the more convincing indicators has been the compatibility 
of what written work is available with the interview and questionnaire 
result s. The outwardly unconforming information source has been the con-
tract language. For a proper understanding of this discrepancy though, 
we found it appropriate to study it in the light of actual practice. The 
results show that in the New 1ngland utilities as in industry generally 
the r eal practices are developed in the administration of the contract. 
In a brief manner some of the survey results can be reviewed and pertinent 
conclusions drawn in support of the hypothesis • 
Despite one respondent's inclination to regard the seniority 
promotion feature as a harmless phase of operation, the general consensus 
of those contacted points to an awareness that a problem does indeed exist. 
Though some of the agreement arises from a "now that you mention it11 
reaction, there is noticeable concern nevertheless. Out of 30 companies, 
26 consider seniority as a valid considerat i on and all 30 consider profi-
ciency, ability, or other qualifications as valid. Fourteen of these 
companies consider qualifications of greater importance t han seniority; 
yet on~ seven considered them as less important. 
In actual practice hol-Tever, slightly over half of these companies 
found that regardless of t heir feelings or the contract wording, the 
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primary promotion consideration really r esolved down to a seniority ques-
tion. Two thirds allowed that recent promotions in their companies would 
not have all been the same if a union were not present. And, not 
surprisingly, nearly as many (18) stated that in their opinions the seniority 
clause was restricting the proper development of first line supervisors. 
These facts direct an inescapable conclusion of peneral dissatis-
faction (on management 's part ) with the class of first line supervisors 
that are produced under the pr esent system. Delving further into the 
question other features come to light. Four companies do not even con-
sider seniority as a factor; yet two of these admit that in the final 
analysis seniority becomes the primary factor in pr omotion. One of the 
two who do not c onsider seniority a factor and do not consider it the 
primary factor in actual practice admits that less than 1% of their recent 
promotions have been other thru1 the senior employee . The fourth company 
involved here reports that Scr~ of its promotions are other than t he senior 
employee . It is of some significance though that only 37% of the employees 
in this last company are unionized. It comes down to a real ization that 
two, probably three of these four companies, are suffering under the s.ystem. 
~~ether or not their initial assumption, that seniority is not a valid 
consideration, is logical is open to some question. I t remains, however, 
that without personally feeling any compulsion to consider seni ority at 
all, the fact that it must be considered doubles management's frustration 
in these companies . 
i-!ISCELLAJ~EOUS CONTRIBUTORY ELEMENTS : 
Personal observation of this process hcs developed a general 
attitude closely allied with that of t he questionnaire consensus . It is 
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not a hopeless situation insofar as the future is concerned. The follow-
ing chapter will cover the avenues to be explored in developing counter 
measures . Relative to the survey results, some miscellaneous factors should 
be mentioned that might i nf luence a specific company ' s attitude . Some 
of these must be hypothetical by their very nat ure . In assessing the 
results wherever extraneous factors are noticeable it is necessary to 
editorialize somewhat to give the interview or ques t ionnaire proper ba~ance . 
One of the first features that comes to mind is the individual 
company's size . The smaller companies tend to experience less labor-
management strife than do the larger comoanies . The r easons for t his 
are manyfold but without going into the cause we can quickly review the 
effect. ~ve companies, with unionized groups of 1G5 employees or less, 
report an average of 30~ of their promotions are other than the senior 
emoloyee . The average for all 30 unionized New England comoanies con-
sidered is 16.5%. General opinion is substantiated by the survey in this 
regard. 
A smaller comp~ny is in a more flPxible position also in that 
it can develop personnel policies more accurately tailored to each 
employee's needs . No two people can agree on every feature of their 
environment and this results in one's dissatisfaction to some degree when 
a policy is developed that favors the other. With three people there can 
be two people left unhappy . iith 300 people the possible combinations 
are almost limitless. This results in an inflexibility in policies of 
larger companies. The management- labor relationship is informal 
inversely to the size of the company. ~ood or bad in either case is not 
to be argued here . Of importance is the realization that this is the 
case. ft s the relationship becomes more impersonal, the sides to the 
problem take refuge in tradi tional fortresses and rely more and more on 
tactical weapons of arbitration, law and contract. Unions become more 
intrigued wi th easily identifiable banners, such as seniority , even 
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overtime distribution, better pensions , mor e pay, and the like . Manage-
ment becomes more engrossed in such features as a uniform personnel policy, 
wage administration, fringe benefit effects and others . The labor-manage-
ment relationship under the two extremes cannot conceivably be the same . 
There is no clear line of distinction. As one studies the rather large 
small companies (or rather small large companies) a heterogeneous complex 
of personnel relationships is evidenced and s ome of the features of the 
large will be mixed with those of the small. In one sense at least 
these companies may be in the worst situation of all . The union is just 
big enough to be bother some but the company is not big enough to properly 
study its problem due to financial restrictions. 
Another point for consideration is the type of organization. 
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Central utilities, both electric and gas, are fairly conventional in their 
approach to personnel problems . The divisional organization however, may 
have the characteristics of a small company or, it may not. In New 
England there are several divisional utilities, some among the nation's 
largest. The effect of control or lack of it from a centr~l office 
possibly many miles away is quite often evidenced in the actions and 
reactions of people at the division level. In the case of strong central 
control the attitude in each division, even though small in size, may 
appear to be the same as for a large company. Conversely, if the divisions 
are given great freedom, they m~ well appear to act like small companies 
even though they are part of a much larger industrial machine . 
Still another point for consideration is the effect of holding 
or 11management11 companies . There are at least four such f'ormal companies 
in New England and there are several informal types where a common owner 
or group of owners control the finances of two or more (usually small) 
utili ties . There are basically two types . 
1. A company holding utilities as its only assets . 
2. A company holding utilities as part of its assets . 
As a further variation the utilities held can be combination or 
single service, central or divisional, or any combination thereof. The 
possible effects of this phase of organization must be considered through 
conjecture. It is conceivable, for instance, that a holding compaQY 
may plan its division of properties so as to hamper common union organiza-
tion. By keeping holdings geographically divided it would be difficult 
for one union to organize all of the holdings . Furthermore, even if one 
union did succeed in organizing all the properties it is highly unlikely 
that all contracts would be terminating on one date . By placing hard-
ships on one company a central management could 11invite11 a rival union in 
and upset a single union's advantage. 
Still in a hypothetical vein it would perhaps be of some 
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advantage to maintain holdings in only small companies so that the informality 
of such management can prevail with (usually) lower wage rates . Another 
approach in combi nation company holdings would be to segregate electri c 
and gas operations . On the other hand, a holding company may wish to 
negotiate a single contract for all its companies . This is not the case 
in New England . In the case of companies holding utility and non-utility 
companies there is the possibility that sympathetic union action in a 
non-utility plant might effect company policy in its utility plants . Any 
number of ramifications can be envisioned. 
Geographical considerations may affect policy and practice . 
An urban company is under different political pressures than is a suburban 
company. Street paving restrictions alone can triple from one community 
to the next. The tax structure may be such in one town as to allow 
extensive land holdings, while in another the company m~ be restricted. 
Zoning ordinances might effect decisions relative to substations, service 
centers, or peaking plants. Companies operating in the northern half of 
New England can experience totally different labor relations than those 
in the southern half. 
Unionization itself varies. Though it is developed to a greater 
extent in utilities than in general manufacturing and wholesale, the 
typically independent union structure in the area is evidence of the vary-
ing r elationships that exist. 84 One of the major unions in New England 
utilities is an independent local union. The strength of the "national 
independent," District 50, United I1ine vlorkers of America is furthe r 
evidence of self- governing judgement. 85 Whether by design, choice or 
accident, the divisional utilities are commonly contracting with various 
unions. Some utilities are not yet unionized but these are in the 
minority. One large utility has only been nationally organized in the 
last decade and effects can be seen in its contract and wage scales of 
rela~ively recent union activity and management countermeasures . There 
are indications of a leveling off in recent years however. 
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GENERAL COMHENT: 
It is not strictly required of a study such as this to develop 
guidance criteria. It can be considered more the duty to search and 
report concerning the facts surrounding a hypothesis. Some developments 
of the study however have indicated certain remedial measures that might 
be effect ive in promoting more harmonious labor-management relationships 
in the promotion and selection areas with beneficial results to both 
parties . In view of the fact that inclusion of connected recommendations 
is not without precedent, the author feels that he would be derelict in 
his duty to his profession, industry, and education not to record possible 
aids to labor- management harmony. 
In this connection, we should concern ourselves with the overall 
problem of developing a good first line supervisor. To do this we must 
bear in mind as we did in Chapter I what a supervisor (foreman) is, why 
we have t hem and what they do . Primarily a foreman 1 s job is to be a 
86 leader. This statement at first blush has surface elements of redundancy, 
but all too often companies have relegated to a foreman work of the same 
nature as those he should be supervising or clerical work of such complexity 
that he is unavailable to do his "primary job ." Managements would do 
well to keep this basic impression uppermost in their minds when delegating 
work responsibilities . 
Once we have established that a foreman must be firs t a leader, 
we naturally should analyze what makes a good leader . Remembering that 
the closeness of a foreman to the men he supervises makes his men's 
opinion of him extremely important to his effectiveness, it seems logical 
that the men's attitude be surveyed. This has been accomplisr£d more 
than once. Some selection techniques , in fact , have employed the workers' 
opinions as a tool for choosing a new foreman . The most common require-
ment that any worker wil l place upon his foreman is that he know the jobs 
of his men . As noted earlier this "job kno-v1ledge11 is of utmost importance 
at this 11 firing l ine11 level of management . One study goes further than 
this however, and lays down six r equir ements after interviewing over 200 
automobile production workers . 
as follows : 
The factors in these workers' minds were 
1. Must have good job knowledge . 
2. Must not use 11 undue pressure11 • 
3. 11ust back up his men . 
4. Must not act 11high hat" -- shoul d be a "nice guy". 
5. Must take time to lis ten to and understand his men. 
6. Must avoid letting his authority go to his head. 87 
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Any modern management will accept these r equirements as attributes 
they t hemselves would expect -- even to the point of backing up t heir men 
against higher level criticism. ?·1anagement however has certain other 
requirements which are net necessaril y mutually exclusive of the workers 1 
but at the same time probably not of any great concern to them. Upper-
most in management ' s requirements is an intangible factor referred 
to commonly as "manafement association" . Basically this is the attach-
ment that the foreman f eels for higher management or, more importantly, 
its ideals . Does the foreman think along the lines of his company's 
managers? One r ather extensive study on this phase of foreman orienta-
tion was carried out by a team from Yale University and in general they 
found that a real problem exists . The1r report indicates that a serious 
lack of team feeling existed on the part of new foremen especially.88 
Management must be aware of this situation, though in utilities there is 
some reason to believe t hat the danger is not as critical ~s in industry 
generally. 
This does illuminate however, the need for a company to establish 
what it is that it wants in a foreman before it selects one . This state-
ment mAY seem ridiculously unnecessary but experience of many comoanies 
indicates that too many jobs are created and people promoted into them 
without establishing beforehand what the job really consists of and what 
type of person is needed t o fill it. Obviously, if sucn determinations 
are to be made, a company must first establish clearly its own aims and 
objectives . 89 This too sounds superfluous but managements can plan an 
interesting parlor game among their members ~ asking each to write d~ 
what he believes his company' s aims and objectives to be . The lack of 
unity of thought would be astounding. Once these basics are established 
though, a program can be designed to create competent foremen . Such 
development programs can be ineffective and because of this possibility 
they are often criticized as useless and a waste of time, money, and effort. 
Believing some plan to be superior to no plan the author contends that 
properly handled, a development program can be of gr eat benefit to a com-
pany. There is some support from other sources here . One student of the 
field contends that such plans can be effective but allows that a constant 
watch must be maintained on the following : 
1 . Are the principl es of the plan clear? Have there been any 
evolutionary changes or a shift in objective since the pr ogram was 
incepted? 
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2. Are there any changes in appraisal techniques? Are selection 
systems compatible with development systems? 
3. Has the plan become too authoritarian?90 
In this chapter we shall look at development in three basic 
areas -- selection for employment, training, and selection for promotion. 
Further consideration will be ~iven to the role t hat l abor-management 
r elations play in the problem and what eff ects, if any, the contract might 
have . 
SELECT I ON FOR E1'1PLOY11ENT: 
If we are to develop a good supervisor, our problem is infinitely 
easier if we hire a good man to start with. Before we arrive at the 
point of making the selection there are some preparatory steps to be made . 
These are touched upon in part in the preceeding section. 
1. Requirements of the job have been specified. 
2. Qualificati ons that the worker mus t possess have been 
specified. 
3. Potential candidates have been recruited. 
Once these hurdles are overcome the selection process takes 
place . In many New England Utilities this is a highly informal procedure . 
In some cases the size of the compa~v and the extent of its operati on is 
such that financial blocks are automatically established t hwarting semi-
scientific investigation. On the other hand, many of the large compmies 
resort to only one , possibly two, instruments for determining suita-
bility of job applicants . The interview is almost universal and proper ly 
executed, is the most effecti ve according to many authorit i es. The 
requirement that it be "properly executed" is a major stumbling block. 
Oddly enough, there is a good chance that the effectiveness of interview 
is in large part inversely proportional to the size of the compmy. In 
the utility business the techniques to be used are best learned on the 
job. There are no trade schools that produce utility workers such as 
linemen, pipeliners, servicemen, and the like in the fashion that 
machinists, auto mechanics , and diesel maintenance men are produced. 
This indicates that the small company may have the edge in interviewing 
as the i nterviewer is probably more intimately connected with the job to 
be filled and can better judge the capabilities of the applicant. On 
the other hand, the interviewers may not have adequate interviewing 
ability to determine the future potential of the candidate for supervisory 
jobs . Here the larger companies with the gr eater resources at t heir 
command can, if they wish, develop more effective interviewing techniques 
and ultimately carry an advantage over the smaller company . The large 
company, in fact, can do all of the things that the small company can do 
in interviewing including an interview with the supervisor close to the 
actual job . Observation of some new England utility practices t hough, 
indicates that such advantages are not always capitalized and definite 
improvements can be made in the interviewing phase. 
One technique open to all and used by many is testing . The 
physical examinations are by now almost universal . Paper and pencil 
tests are being used more and more. Many skilled trades are used in 
utility work (welders, el ectricians , riggers, pipe fitters, etc . ) and where 
code or company policy r equirements are such as to reauire it, qualifying 
tests are given specifically t o cover the c andidate's physical adeptness 
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at the job. These tests do not , hmwever , judge a man 1 s leadership 
ability, management association and other human factors essential to be-
coming a good foreman . Most tests utilized in general employment* in 
fact aim at the more mater ial aspects of judgement . Though we can 
recognize a need for no more than 2 or 3 future foremen out of ten new 
employees , it appears that more extensive use of personality trait and 
interest indicators at the time of employment would be an inexpensive and 
fruitful avenue for the New England util ities to explore . 
Jucius 1 warning of caution cannot be overlooked. Testing is 
a tool. Intelligentl y used it is a great adjunct to management ' s 11 bag 
of tricks" in employee sel ection. Even its cri tics generally accept its 
value at the time of employment as has been noted earlier . The New 
England Gas Association team studying the serviceman training problem in 
their local (N.E. ) industry concluded that uniform tests for all new 
employees was an excellent means towards alleviating the transfer problem 
later on. One large utility in the area th~ noted was already using 
this approach . 9l 
TRAINING : 
As already noted, trade schools do not produce utility workers . 
True, welders, electricians, mechanics, and others m~ be utilized in the 
overall operat j on but the general utility employee must be trained within 
the company to perform the task for which he was hired. Training then 
rears as an important aspect of supervisory development. vie will not 
concern oursel ves here with the type of training to be used but will 
* As opposed to higher l evel employment (dir ectly into management) . 
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discuss training in general. 
Despite its importance, the lack of special ized training of 
utility personnel in the six state area is significant to the point where 
improvement can definitely be pointed to as a means towards an end which 
includes better supervi sion. As to who will train the new man, there 
are several answers. Larger utilities have established schools. 
electric utilities are noticeably mor e advanced in this development than 
are their gas utility cousins. The New England gas companies, however, 
have moved farther and faster in a joint venture apnroach by operatin~ an 
annual school at the Worcester Polytechnic Institute covering specialized 
operating phases . Furthermore, these companies have conducted classes 
at facilities in Tufts University. The gas companies are now exploring 
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the possi bility of utiliz: ng the training facilities of the larger companies 
to train empl oyees of smaller companies . It is to be expected that the 
electric utilities will follow suit soon but heretofore they have been 
handicapped by the lack of a regional association. It is expected that 
the recently or ganized Electric Council of New England will fulfill the 
need in this void. 
Commendabl e as these ventures are (and there is room for improve-
ment and expansion) the final euidance in training rests on the supervisor 
(foreman) of the man involved. One industrial psychologist, i n fact, 
considers that the training of his men is "one of t he most serious r espon-
sibilities" of a supervisor. 92 This is a critical pr oblem. It adds 
fuel to the fire of need in fact, when we consider the value of well 
trained supervisors . Early in t his study we defined our foreman as "a 
cut above the union" . This means that he is generally about as intelligent 
as the men he is training . Tests conducted in several plants (not 
necessarily utilities) across the nation indicated that where workers 
averaged 15 points the foremen averaged 15.5 points . Furthermore, 44% 
of all the foremen tested were below the workers average. On top of this 
it developed that 14% of the entire group (workers and foremen) averaged 
10 points or less and two foremen could not answer a single question 
correctly on the test used in a ouarter hour . 93 This points out all too 
vividly the problem area. To train effectively men of equal or near 
equal intelligence, the teacher must be well versed in his work and its 
place in the company's operation . This in turn emphasizes the need for 
"job knowledge 11 at this level of supervision . 
As to when the training is to be instituted, it seems advisable 
to adopt a "no time like the present" additude . Nandell noted in some 
of his work that it will gr eatly ease the transition from non-supervisory 
to supervisory work if the training is given to t he prospective applicants 
during t heir time in lesser classifications . He also noted a valuable 
"fringe" benef it in the way of motivation for the men working t owards the 
top job. 94 So the time is now . As one author observed, it is impossible 
to teach a person who has "arrived" something he thinks he already knows, 
therefore the time to teach him is while he's on his way up.95 
There should be some reflection also on the company's attitude 
and the foreman ' s (or potential foremen's) attitude t owards the training 
itself. Jurgesen noted that l<'i thout top management 1 s backing a training 
program was practically usel ess . In most all companies observed it 
would appear that such support is already in effect in New Engl and 
utilities. Certainly the activity of the N.E. r .A. in running schools 
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and other joint training ventures would indicate acceptance of the need 
and active support of same . One large concern in the New England utility 
field maintains a training staff at a high managerial position which 
directs training programs in conjunction vTi th its utility holding's own 
programs to cover such things as the American free enterprise system, re-
port writing, effective speaking, human relations and t elephone courtesy . 
All in all this group offers some 17 different courses of study. 
Not to be neglected is the applicant's attitude . It is no 
source of surprise to find that the horse l ed to water may not drink . 
The same holds true in training. If a person is to be effectively trained 
he must satisfy the following points : 
1 . He must need the training . 
2. He must want t he training . 
3. He must like the training. 96 
All of this is fairly basic and at once recognizable as logic 
yet failure to observe one of these requirements is all too common practice 
in many companies . One item frequently overlooked is number 2 above . 
The failure to study the applicant's (or potential applicant's) personal 
desires prior to trainiP~ has at times forced square pegs int o round holes . 
The volatile Mr . Peter Drucker has observed this tendency and has suggested 
that (particularly) small companies may effectively damage themselves by 
encouraging employees to go b~vond their abilities or existing opportuni-
ties . The occasional emergence of a frustrated employee bears witness 
to Mr . Druker 1 s fears . 
To help in the meeting of all tr~ining r equirements the Yale 
team developed a six step plan for management's guidance . The steps are 
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as follows: 
1. Determine what t he supervisory job really is . 
2. Develop on and off the job training. 
3. Develop continuous evaluation pr ograms . 
4. Use interviews in evaluation (and selection eventually for 
the supervisory job ) . 
5. Incl ude employee's immediate supervisor in the program. 
6. Encourage informal c ontact between higher level supervision 
and a prospective future supervisor long before the promotion must be 
made.98 
Note the emphasis on interview and evaluat ion -- especially in 
advance . This is one of the features of merit rating programs when 
properly administered. The time to make the decision is preferably be-
fore it must be made but a systematic training program can l-1ork only be-
fore it is needed. Training, like everthing in personnel work, is not 
a cure- all. Some men will not make good foremen . Few in fact, of the 
total work force will make the grade . The problem is seldom that we 
have too many, it is t hat we have nromoted people that are sub-standard 
or poorly trained t o fill the gap . The effects of this sort of mcve are 
damaging and difficult to overcane. On the other hand, there are some 
features of good leadership that cannot be "trai ned intou a person even 
though he might have adequate intelligence to accept the technical aspects 
of the job . Psychologists studying this phase warn against f actors of 
nervousness, tension, ability to stand up under pressure . These things 
a man either has or does not. He cannot gain or l ose them through 
t . . 99 ra~mng. Another problem in training for first line supervisory 
positions is that evaluating the effectiveness of the training is difficult. 
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Admittedly it is a pr oblem at all levels of man&gement but in the case 
of foremen it has been found to be particularly troublesome . 100 
SELECTION FOR PROMOTION: 
Here is without question the area that stands available for the 
greatest improvement insofar as the New England utilities are concerned. 
The findings of independent research, other l-1I'iters, ani this study 's 
interview and questionnaire survey indicate a profound need for "objective 
subjectivity " in promotion selection. ?-laey of the same inst~nts used 
in employment selection can be utilized at this step . Many are . A new 
and salient consideration emerges at this stage, however, in the form of 
an organized labor force . When a person is hired, unions ( in utilities 
at least ) take little cognizance of the mems by which the selection is 
made and the reasons advanced by management for its selection. For a 
period of time in fact (ranging from 30 days to six months), New England 
utilities can do as they please with new employees without union inter-
ference . When promotion to a top job comes however, the union has long 
since secured the employee as a member and is vitally interested in which 
of its members gets the promotion . Furthermore , under c on tract the union 
has a legitimate concern and one that cannot be brushed away lightly by 
management. 
We f ound in this study t hat selection for promotion is based 
largely on the incumbent ' s opinion or certainly by the next-j n-line super-
visor . In a more widespread study of industry it appears that this is 
the genera~ case . The separate s t udy offers four sel ection techniques 
in order of use as follows: 
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1 . Old foreman ' s opinion. 
2. Candidate ' s job knowledge . 
3. Candidate 1 s length of service . 
4. Candidate's cooperativeness .101 
In most cases more than one 11 technique11 was involved in a given 
selection but in every case if it wasn't the senior man the 11problem of 
proof" was the real determinant of who got promoted. The need for 
accurate, unbiased, supportable records of per formance cannot be over-
emphasized. Over and over again the "foreman 1 s choice" is reversed in 
the col d light of arbitr ation proceedings . The need for back- up material 
is all too apparent but the time to develop it is during the employee's 
tenure of office in lower classi fications. Arbitration findings show 
that unsupported evidence gives an arbitrator free license toalow or not 
allow testimony. In one case a tardiness r ecord might be considered and 
i n another it might not . The case and the contract may determine entirely 
separate decisions . 
The use of tests in this area is, as has been noted, gaining 
widespr ead momentum. Despite noticeable drawbacks the survey shows a 
strong tendency towards the use of tests and there is solid evidence t hat 
they are effective . Once again however, there is great room for i mprove-
ment . Most of the potential improvement woul d seem to lie in two steps 
as fol lows : 
1 . More extensive testing and development of more indicative, 
easil y administered, easi l y evaluated tests . 
2. Development of contract wording which will enforce a company's 
stand once the stand can be supported by tests and other measuring devices . 
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The battery to be used in testing must be carefully evaluated. 
Mandell advocates, as a general approach to selection, a series of basic 
criteria for management as follows: 
1. Have managers appraise the candidates . 
2. Give all candidates a chance . 
3. Judge all candidates on the same basis . l02 
The first two look reasonably straight forward to the management 
man and presumably the third does also. Quite apart from this opinion 
however is that of the union's and when the time comes to prove he used 
the same basis for judgement of all candidates the manager is at a loss 
unless pr oper records have been maintained and Objective techniques 
employed in making the final selection. One suggested approach t o back-
up data is given here : 
1. 
2. 
3. 
4. 
Utilize a performance chart . 
Have a background survey. 
Use a supervisory judgement test. 
103 Use a Kuder preference recor d. 
This is only a general guide but even in that light most New 
England utilities would be hard pressed to produce this kind of back-up 
under current conditions . Furthermore, this is not the only acceptable 
approach. It is presented mer el y to show what utilities must drive 
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towards if they are to achieve the goal of sensible promotion which our 
survey indicates they desire and competitive services may eventually enforce . 
Some of course, question the accuracy of the so- called 11 scient ifi ct' selec-
tion methods but, generally speaking, these techniques are necessary be-
cause the boss (who may be an outstanding judge of men) can no longer 
stand before an arbitrator or militant union and support his choice by 
merely saying he "knows" the man is good. Impartial judges are harsh 
and unyielding and though management may bemoan the loss of its 11right 11 , 
the milk is spilled and alternate methods must be accepted. l:i'urthermore, 
they may not be so 11bad11 at that. General Electric Company's experience 
has shown that its 11 scientific" selections have worked out better than 
those selected on the foreman's opinion. l04 
Here then is the biggest challenge to New ~ngland utilities in 
the seniority- qualifications struggle . It is far from a discouraging 
picture . The problem of contract wording, as will be developed later, 
is not severe . If the companies can in most cases hold onto the wording 
they have they wil l not suffer seriously before the tr~bunals . The job 
to be done lies in developing records and selection processes that are 
standard for a given job and then maintaining them in an unbiased, stand-
ardized manner. 
to follow . 
. 1ore easily described than accomplisted, it is the road 
LABOR-HANAGENENT R.:LATIONS : 
On the battlefield of the bargaining table there must be a 
movement towards appreciation of other side's point of view. This in-
volves subtle, but persuasive, education. It is not at all hopeless . 
There are indications in fact (as noted in this study), that unions may 
find the seniority ca111naign a b:it wearing. On the other hand, tnere can 
be no hope of an open denouncement of seniority by the unions or even a 
move annroaching that . Managements must accept this fact (as they 
apparently have) and work to contain its effect sufficiently to develop 
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the type of work and supervisory forces necessary to keep pace with a 
dynamic world. Furthermore, management should realize that seniority 
has merit. The lessons to be learned by both management and labor are 
essentially the same. Both must learn seniority's place in the promotion 
process . Unions must (at least quietly) accept the f act that seniority 
is not the only consideration and that good supervision means better jobs . 
Hanagement must learn that qualifications are not the only consideration 
and that proving their argument is an absolute must . 
Both sides must eventually benefit. New England utilities are 
undergoing transitions that affect jobs , earnings and the industry 's 
future . As Myers Howard, at the time Director of Labor Relat:ons at 
Northeastern University, noted, 
Labor and management in New England are faced 
with problems arisinp f rom economic pressures and the 
transition to a more diversified economy. l05 
The utilities are not excepted . They are, in fact, right in the middle 
of things . 
UNION EDUC.ATI0N: 
The union must learn simply that seniority per se is not all 
good. The reasons on which a labor union han~s its case for seniority 
are convincing to a pure objectivist but from a practical point of view 
there must be exceptions . J.ge does not alone determine ability, partie-
ularly in the leadership qualities . Most sophisticated unions recognize 
how closely their welfare is tied to the company's competitive position. 
Production and efficiency are just as vital in the lonr, run to the worker 
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as they are to management. On the other hand, seniority provisions 
blindly executed create a p01-1erful negative force in the field . 
Promotion on the basis of seniority puts a premium on service 
as against ability . The more the emphasis on seniori~, the more initiative 
and incentive are likely to be dulled . Obviously, there is little cause 
to per form more than the bare requirements of the job if promotion must 
wait until the requirements of s eniority are satisfied. 
Seniority br eeds extreme caution. A typical worker's comment 
could be, 11Why stick your head out with a new idea if it will not get you 
ahead faster and might even get you in trouble? After all if you sit 
tight and do your job, your turn for promotion will eventually come accord-
ing to seniority ." Thus runs the attitude where seniority is the basis 
for promotion. Yet industry and society need young men with new ideas 
and the courage to put them into effect . An overemphasis on s eniority 
can seriousl y retard innovat i on and progress . 
Furthermore , we have made note of the fact that seniority 
established disquieting factors wi thin the union itself and in some coin-
cidental cases , a union might willinPly accept a supportable stand by 
management for a junior but superior employee . The real i mnortance of 
seniority to the pers n involved may not be as fixed as one might imagine. 
I n at least one instance, a group of 21 unionized foremen in an automotive 
plant were asked why t hey held onto their jobs even though they had stated 
they did not like the work. Though seniority considerat ions were the 
biggest single factor only six referred to it . Nearly as many for 
ins t ance (5), said the money was most important . Actual~, only about 
30% held their seniority as a primary factor .106 Though only an individual 
case, the indications may be general in scope. 
Mft~AGEMENT EDUCAXION : 
If the union's assignment is to learn that seniori~ is not all 
good then mana Jement 1s assignment is to l earn that it is not all bad. 
On one hand we say with conviction that age is not an absolute measure of 
ability, yet pure logic will not allow us to deduce that only the young 
are talented. As a matter of actual fact, there is often a correlation 
between age and ability growing through experience . This is most notice-
able in the craft unions where skill someti.nes grows with the benefit of 
time on the job. In simple repetitive work it is questionable. In the 
field of creativity we find that pathologically age creates no particular 
boundry. Holmes, for instance, started writing at age 50; Jefferson was 
inventing at age 80 . rlinston Churchill, Dwight """isenhower and Grandma 
}!oses stand as examples of the old adage that, 11you 1re only as old as you 
feel 11 • 
No less a figure than James Healy noted that perhaps managements 
were over~ concerned with the union's position and not enough with their 
own. Before a group of arbitrators in Boston he made the follmiing 
observation: 
Seniority as a factor in the selection of indivi-
duals for promotions has grown in importance whereas individual 
merit or abili~ had declined. Ori~inally, management was the 
sole judge in promotions . With the growth of unions and 
their emphasis on seniority the situation has changed. Arbitra-
tors have contribut~ d to the eclipse of ability because senior-
ity is easier to measure. Proof is demanded that the young-
ster is "head and shoulders11 above the senior. Whether this 
shift in emphasis has a good, bad or indifferent effect on 
employee relations is being explored at Harvard Business 
School. In 46 cases, in which arbitrators set aside manage-
ment's decision to promote a junior, 29 companies reported 
that the senior employee nroved capable of handling the 
job. In 22 of these, the company doubted whether the 
junior could have done any better . In 10 cases , the 
company considered the arbitrator's decision unsound. 
Another study indicates that the percentage of promo-
tions based on seniority in union and non-union plants 
was the same . Hhen management is convinced that the 
newer employee is the better man , facts should prove the 
conviction . Merit rating helps substantiate an appraisal 
and clear, logical lines of promotion insure proper train-
ing and eliminate problems of ability versus seniority. 
Note again the need for proof. There is here, nevertheless, 
further evidence of management ' s chance. Once sound means of support can 
be established, there is every indication that arbitrators will listen 
(provided the contract is properly worded) . It is far better that a 
company adopt this a t titude, for once capable of supporting its claims 
it can push firmly for its best potential leaders. I t might take a few 
arbitrations but if the management is sincere in its cry for qualification 
recognition it should accept this as a cost of "conversion" . This is a 
muc more positive approach than is suggested in the N. E.G. A. study group's 
report mentioned earlier. In t heir paper the group su~gests t hat if union 
opposition is to be "diffi cult" in a transfer, the transfer should be 
obviated if at all possible .107 With an unprogressive attitude of this 
nature the utility industry of New England would surely move in a detri-
mental direction. 
1-IORDI NG THE CONTRACT : 
fl~ has been indicated previously, the contract wording present 
in most current contracts of the New England utilities is adequate provi ded 
the proper safeguards are developed. It was brought out in our discussion 
that the 11if qualified" clauses seemed in most cases to have the superior 
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backup material, possibly occasioned by the clause itself. Regardless 
of the 11hen- or- the-egg11 aspects , it appears that for the most part companies 
suffer or prosper equally in the industry regardless of the clause . Pro-
perl y supported 11if equal" clauses on the other hand can far outstrip the 
11if qualified" type f'rom a point of view of management flexibility in 
promotion . 
In establishing t~e contract language or, as is the case with 
these utilities, altering it t here seem to be two basic determinat ions 
that the parties must agree upon as to degree . In simple form these are : 
1 . What type of seniority shall be used (i . e . company, classi-
fication, etc . )? 
2. What role will qualifications play?108 
Though easily stated, these are difficult tracts in which labor 
and manaP:ement can reach a cormnon ground. Perhaps it is best that most 
companies have their clauses rather well established. If a union were 
being pressured by management to accept an "if equal" wording and manage-
ment had in the background a formidable array of devices for determining 
qualifications, the union woulrl P-O down hard. There is good reason to 
suspect that these clauses have been agreed to by labor becaus e of the 
known difficulty in determining relative abilities. \Vith this 11 door11 
left open a union could have talked itself into "surrendering" on the point 
i n return for a victory elsewhere . The philosophy of having the cake 
and eating it too has worked rather well if such was the case . 
Mana~ement must clearly understand its own mot ives in the con-
tract writing process . Bssentially a compaey should strive t o: 
l. .Hainta~ n a stable work force . 
2. nive adequate in-plant training . l 09 
The first of these is the basic need of any operation. Without 
stability of labor any venture is in serious trouble. rli thout adequate 
training the problems of maintaining the force multiply. 
Picture f or a moment a plant in which every employee moves from 
job to j ob on a seniority basis and management provides such good train-
ing that each man who is senior is also best qualified. Theor etically 
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there would be no argument over a seniority clause here and management would 
have a stable well trained work force while the union could claim success 
as the protector of older employees . Such a hypothetical case is, of 
course, unattainable . Too many extraneous factors bear upon the problem. 
The need for a sound training objective on the part of management should 
be well headed nevertheless and the elusiveness of the optimum goal must 
not discourage the atten~t to attain it . The union has a sound objective 
and realization of this by management will ease the problem of understand-
ing the arguments presented around the bargaining table . 
The actual wording should lean towards the 11if equal" type. 
Even within the clause there is a delicate choice to be made in regard to 
relationship of factors. This study uncovered a marked preference for 
the t-Tord "relati vely11 • The Ebasco study cited earlier came also to the 
same conclusion following a study of 51 "if equal" contract clauses. 
i basco found that by balancing the various factors (there we ·e 23) used 
in the contract wordings against the degr ees of equality the following 
r esults were obtained: 110 
Degree of Equality 
"relatively equal" 
11equal11 
"substantially equal'' 
"reasonably eaual11 
"practically equal'· 
napproximately equal" 
Times Used 
71 
38 
37 
17 
3 
2 
If for no other reason than safety in numbers, a management 
vmuld do well to adopt (if possible) the "rc lati vely equal" phrase . 
There is actually legalistic logic to such a move . In the eyes of at 
least one arb trator, the vrords 11relc-tively equal" mean the same as "rela-
tive to" as when used in the sense of "in comparison vrith 11 • 111 This is 
really what a conroany wants to say . The battle is not won solely on 
wording however, as has been stressed by the evidence of this study . One 
arbitrator points out the danger of reliance on wording alone in discussing 
a promotion case of a Nevr '~<,nglend utility. He said: 
1
-/e think it is fairly clear that this prov1s1.on 
must te read to mean that in the absence of some objective 
differences in the ability, training, efficiency and phjsical 
fit ness of the various applicants, seniority shall ~overn . 
For if the evaluation were to be based solely on the superior 's 
completely subjective judgement, there obviously would almost 
ahrays be some slight shadings of difference in the evaluator's 
mind, and thus the seniority factor would virtually never 
come into pl~. Moreover, under such an interpretation 
t his section woulc be effectively immunized from the ~rievance 
process, since h would be well nigh i nmossible for an out -
sider to review the evaluator's mental processes . r bviously 
that was not the intent of the parties drawing up this pro-
vision. 
The company lost this case because they could not show a substan-
tial difference in abilities. The arbitrator also comr.ented unfavorably 
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on records that had been presented but which were developea after the 
fact of promotion . He regarded them as, 11 an attempt to substantiate a 
previously arrived at conclusion' •112 
Just what the factor s are to be is largel y a matter of common 
sense . Four guiding r ecommendations can be mao.e . 
l. The factors shoul d be fe1-1 in number (not over a half dozen ) . 
2. The factors should be reco~izable without too much 
suppl ementary enl arpement. 
3 . The factors should be capable of at least partial measure-
ment . 
4. The factors s hould be pertinent to the task at hand -- pro-
motion. 
Such l-lords as 11 ability11 , 11skill11 , "physical fitnessn, 11 intelli-
gence1 and the l ike are relatively well under stood by both union and 
management . Though intangibl e to a point, they lend themselves more 
readily to justification than does 11 attituden or 11 interest i n workH . This 
l ast, in fact , has lost at least one arbitration in which the arbitrator 
noted that lack of inter est is not one of the norms for judging ability . ll3 
In another case absenteeism was not consider ed by the arbitrator to be a 
factor in "ability" under the specific contr act . If this is to be con-
sidered it must be spelled out in the contract. 114 
In developing the clause it would seen that here is a r egion 
where managements must reverse their phil osophies to some extent. Most 
contract writing from the company point of view is on the basis, 11 the less 
said the better. 11 In this clause a l ack of wordi ng can be detrimental 
to both parties . A 11 one sided11 clause likewise will destroy freedom in 
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the promotion process . Management must aet its man, but the union must 
have its out. As noted, the factors should be few. This means that 
they should be car efully chosen to eliminate overlap and not leave out 
important ones. Hhat is the difference between 11skill 11 and "ability" 
for instance? If the clause has one does it need the other? Why not 
drop one in favor of "r gular at tendance on the job11 ? 
The wording must revolve around the factors' relationships and, 
most importantly, the means of determination. One author has made special 
note that too few contracts (in his opinion) provide for the method by 
which factor relationship and measurement will be accomplished .ll5 Once 
fair and reliable indicators of qualifications have been established a 
management would do well to get them incorporated into the labor contract. 
Oddly enough, the union may be more receptive to their inclusion than will 
be the compmy. 
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Some contracts make provision for "promotion from within" clauses.ll6 
Such clauses were not detected in the New England utilities studied. Some 
mention was made in certain contracts of management ' s obligation to promote 
from within if at all possible. This would seem to be a clause of little 
consequence inasmuch as the labor stability in these companies argues well 
for management's natural tendency in this direction. 
One last concern in the wordini<; is that of promotion into 11 top11 
spots . He cited earlier the efforts of one utility to make contractual 
r ecognition of the i mportance in this final advancement step . The 
eventual support of our hypothesis establishes greater evidence of a gen-
eral need. The Ebasco study noted that whatever interpretive flexibility 
existed in the contract pr omotion clause must become more flexible when 
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considering promotion to the jobs involving some supervisory skills . 
This can be deduced to mean any top job that is used as a source of 
supervisory employees . From one vantage point we can see that i ~ a per-
son will eventually supervise he must have the potential beforehand. 
Still another artrument is that the jobs "next to" supervisory jobs very 
often fill in for those higher positions in the case of sickness, vaca-
tion or other absence . It would seem propitious then to be more selective 
in the top jobs than perhaps tte lower classifications. 
One might ask the need for this caution if there has been 
developed a sound contract clause with adequate qualification justifica-
tion safeguards . In view of the seemingly casual manner in which these 
suggestions have been pr esented there may be cause for some question at 
this point . Let the author com..tent that the steps outlined here are not 
without their pitfalls. C0nsidering the 11if equal" clause alone its 
impl ementation may come only after serious labor difficu.lty; it may never 
come. A company must weigh and balance each move against the gains and 
losses in much the same manner as it determines its limits in the wage 
negotiation. It is not only conceivable but quite possible th~t a 
company can be existing happil y and successfully under an extremely weak 
contract \-lOrding due to other factors in the labor-management relationship . 
It would be foolish to upset this t ranquility merely to conform to 
technically superior standards . The main objective for any competitive 
concern in the free enterprise system is profit . Let no company forsake 
this merely because the rest of the industr;r is doing something different . 
Scientist~ have proved beyond a doubt that the bumble bee cannot fly . 
If the bee changed his thinkin~ t o conform to the scientists' the entire 
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balance of nature could eo awry. Recopnizing New £nglanders as a hardy 
lot of individualists the practi cal danger here seems remote . New 
Enf land utilities are among t he nation's oldest . Some are among the 
smallest, others among the largest . Some make money , others " get b~' · 
All have an ability to meet a tough problem head on. The seniority- qual-
ifications struggle will pr oduce bard heads on both sides before a 
sensibl e relationship of factors is achieved. The more deepl y rooted 
a current (inferior) promotion mechanism is the more difficult it will 
be to alter, yet in the final analysis , a status is attainable in which 
both l abor and management can f ind satisfaction. 
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Appendix I 
COAPANIES COOPERATING IN THE QUESTIONNAIRE SURVEY 
Allied New Hampshir e Gas Co . 
Bangor Hydro-Electric Co. 
Berkshire Gas Co. (The) 
Boston Edison Co. 
Boston Gas Co . 
Bridgeport 3as Co . (The) 
Brockton Edison Co . 
Cambridge Electric Light Co . 
Cape and Vineyard Electric Co . 
Central Vermont Public Service Co . 
Concord Electric Co. 
Concord Natural Gas Corp. 
Connecticut Light and Power Co . (The) 
Exeter and Hampton Electric Co . 
Fall ~iver Electric Light Co . 
Fall River Gas Co. 
~itchburg Gas and Electric Light Co. 
Gas Service , Inc . 
Hartford Electric Light Co . 
Hartfor d Gas Co. (The) 
Haverhill Gas Co. 
Holyoke irlater Power Co . 
Lowell Gas Co . 
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LYnn Electric Co . 
Montaup Electric Co. 
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Nantucket Gas and Electric Co. 
New Britain Gas Light Co. (The) 
Ne~~ort Electric Corp . 
Niagara 1•lohawk Power Corp. 
Providence Gas Co. 
Rockland Light and Power Co. 
Springfield Gas Light Co. 
Valley Gas and ~lectric Co. 
-:vestern Massachusetts Electric Co . 
1•Torcester '}as Light Co . 
Note : Order of listing is not indicative of code rcf~rence 
numbers used in other appendices . 
Apnendix II 
CLASSIFICATION OF COI1PAYIFS COOPERATING 
IN THE QUESTIONNAIRE SURVI!.'Y 
By State: 
Connecticut 
Maine 
Massachusetts 
New Hampshire 
Rhode Island 
Vermont 
Outside New England 
By type of service : 
~lectric 
Gas 
Electric and !Jas 
5 
1 
18 
5 
3 
1 
2 
15 
14 
6 
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... (.-... . Appendix III 
L How r..any ..:'nvloyo<:P. h&\TC. ~-~~u?¥-------------------
::.. Pl e at::o "t~st: 
lhU.Oi! t:,, of Lo-cale No. ot Members 
---· ---
Totals 
All .tol.1mling q~e::;tions •ill l"c!:'cl."' t o union employees only -
) o Do you ns·;a J! merit rating program? 
Clerical 
Physical 
Technical 
~~a noD 
yea D no l:J 
yos D no /J 
yo::; D no /7 
ha How do y ou f'ill job vacr..ncieu other than ~tart~ jobs? 
Posting 
Employeea in ne.:;ct l~er classif'ication 
other (plesse describe ) 
noes your contract conei cmr s eniori t;y f or promotion pu.rpoaes? 
yes D 
I f '7f..: ... '' -
SA Whut, year did the cl&use first ep..,snr? 
5B :fue.t yee:r uas the clliuae la.st altered? 
Sc I~o ~'0'1.:. consider tbe c l au3e subject. to !'requont deba~ 
n 
D 
n 
no L7 
with tb(J union? yee, D I!O L7 
5D rJhnt typ.s of seniori ty i s used (for promot.ion purpoaes)~ 
Compmy 
Group (related jobs) 
Cl.s.ss1!icati on 
;7 
D 
D 
1.54 
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'" 2 
6.J ReGardJ.c.~;.; or your cotitl·set. do you consider seniority 
R vslid c~m ... ;id~.rsticn in p.:omoi.ions ? ycoD no Q 
uclii'ication:. : 
Does Y'-· :.;· contract confJJ.d(::. . qun}.ifications !or promotion 
purpoa~~o? yes D noD 
If "yc..., ' -
?A ~~1st :!.·~l:~tive il:1portunce cioes the eontzeact place upon quali.ficntio: . ..-:~ ? 
Same as oeniori ty? 
Lese thm seniority? 
8., Do eligible employees take qualifying teats? · 
Clerical 
Physical 
Technical 
other 
All Jobs 
D 
D 
D 
D 
So~~ Jobs 
D 
D 
D 
D 
D 
D 
[] 
No Jcb::-
D 
D 
D 
D 
9o Regardless of contract lmlguage do you find seniori.t.Y tha 
primary consideration in most promot.iODB? yea a noD 
lOo \-Jlult percentage (roughly) of your promotiow in recent 
years have been other than the cenior employee? 
lOA Hould the percentage ha"V·3 been ~ same without a 
u.."'lio:n? yes D noD 
llo Havs you had any indications that seniority considerationo 
in prcm.oti~1g within mion rankiS has retarded the development 
of good prospects for supervisory jobs? yea L:7 no L:7 
you have fu:L'tha:r corunents to Wike on this ar s.n.y of the other questio~ pleaso 
.,tnch on separate sheetso 
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1 
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3 
4 
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Appendix IV 
COMPOSITE SUM!~~y OF QUESTIONNAIRE !lliTUR'lS 
Thirty Unionized New ~neland Energy Utilities 
(Survey conducted in January, 1962) 
Total number of employees ---------- 18, 397 
Total number of Union locals ------- 51 
Total number of Union members ------ 10,907 
Type of wor kers organized: 
Clerical ------ 11 companies 
Physical ------ 29 companies 
Technical ----- 6 companies 
Number of companies using merit rating 
prop:rams : 
Clerical workers --------- 1 
Physical workers --------- 4 
Technical workers -------- 1 
others ------------------- 2 
Method of filling job vacancies : 
Posting ----------------- 22 
From next lower classi-
fication -------- 2 
Combination of other two- 6 
Number of contracts considering seniority in 
promotion ----------------------- ----------- 30 (all) 
5A First appearance of a seniority clause in the contract : 
Earliest ---------- 1937 (4 companies) 
Host recent ---- ----- 1958 (1 company) 
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5B Alterati ons of the seniority clause in the contract : 
Never altered - - ------------- 13 companies 
Most recent change --- 1961 (2 companies) 
5C Is the seniority clause considered a source of 
frequent debate: 
Yes --------- 7 companies 
No --------- 23 companies 
5D Type of seniority used in promotion: 
6 
Company ---- 7 companies 
Group ------ 13 companies 
Classification 10 companies 
I s seniority a valid consideration in promotion? 
Yes -------- 26 companies 
No ---------- 4 companies 
7 Number of contracts considering qualifications 
in promotion ----- 30 (all) 
7A The importance of qualifications r elative to seniority 
(according to the contract): 
Greater -----14 companies 
s~e 8 companies 
Less ------- 7 companies 
No reply --- 1 company 
8 
9 
10 
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Number of comoanies using qualifyinP, tests for promotion : 
Al l Jobs Some Jobs 
Clerical 2 6 
Physical 3 13 
Technical 1 6 
Other 1 0 
Is seniority eventually the primary consider ation in 
actual promotion practice? 
Yes ---------- 17 companies 
No ---- ------- 13 companies 
Average estimated percent of recent promotions which were 
other than the senior candidate ------16 . 5~ 
lOA Would the same choices for promotion have been made if 
11 
there had been no union? 
Yes ---------- 10 companies 
No.----------- 20 companies 
Is there any evidence that supervise~ development has 
been i mpaired by seniority considerations in promotion? 
Yes ---------- 18 companies 
No ----------- 12 companies 
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UNIONIZATION IN THIRTY NE\'l ENGLAND ENERGY UTILITIES 
(From a survey conducted in January, 1962) 
Union Number of Number of Average Number of Percent of Number of 
Companies Members Number of Employees Employees Locals 
Organized Members per Organized 
-
Company 
UWUA 6 3775 630 4982 75. 8 9 
UMWA 12 3048 254 4888 62. 5 16 
I BElli 9 3309 368 7505 44.1 22 
BtMNE 4 775 194 1022 75.8 4 
-
Totals 31* ID,907 363 18,397 59. 2 51 
Note : Type of employees ar~anized -- Physical, 29 companies 
Technical, 6 companies 
Clerical , 11 companies 
* IBE!tl and UM\'lA both represented in one company 
Average 
Number of 
Locals per 
Company 
l . So 
1.33 
2.44 
1.00 
1. 70 
Average 
Number of 
Members per 
Local 
420 
191 
150 
194 
214 
1-' 
\Jl. 
'0 
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QU.ALIFYING TESTS 
and 
JUNICR PROHOTIONS 
(30 unionized New England utilities , January, 1962) 
Co . Code Percent of Recent Does the Union 's Does Seniority 
Promotions Presence Effect 
Involving a Effect Supervisory 
Junior Employee the Decision? Development 
Companies using qualifying tests to some extent 
2 30 no yes 
3 10 yes no 
s s no no 
8 so yes no 
9 18 yes yes 
10 10 yes no 
11 lS no yes 
12 8S no yes 
13 10 yes no 
l S 10 no yes 
16 so no yes 
17 so yes yes 
18 less than 1 yes no 
19 s no yes 
20 so yes no 
24 less than 1 yes no 
2S s yes no 
Average percent 23.8 
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Companies not using qualifying tests 
1 l ess than 1 no no 
4 5 no no 
6 l ess than 1 no yes 
7 10 no yes 
14 less t llan 1 no no 
21 less than 1 no yes 
22 less than 1 no yes 
23 29 no yes 
26 5 no no 
27 less than 1 no yes 
28 5 no yes 
29 30 no yes 
30 less than 1 no yes 
Averare Percent 7 
Appendix VII 
Q-JALIFYING TESTS: 
LARGER VS SMALlER COMPANI.I!S 
(30 unionized New ~ngland utilities, January, 1962) 
Company Code 
Larger Companies 
3 
s 
6 
9 
11 
12 
18 
19 
22 
24 
25 
28 
30 
Are QualifYing Tests 
Used to Some Fxtent? 
(over 300 employees) - (13 ) 
yes 
yes 
no 
yes 
yes 
yes 
yes 
yes 
no 
yes 
yes 
no 
no 
Percent of ~ecent 
Promotions involving 
a Junicr Ermloyee 
10 
5 
less t han 1 
18 
15 
85 
less t han 1 
5 
less than 1 
less than l 
5 
5 
less than 1 
Using Tests ------ 69.t Averape percent ---- 11.8 
Smaller companies (under 300 
1 
2 
4 
7 
employees) 
no 
yes 
no 
no 
- (17) 
less than 1 
30 
5 
10 
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8 yes 50 
10 yes 10 
13 yes 10 
14 no less than 1 
15 yes 10 
16 yes 50 
17 yes 50 
20 yes 50 
21 no less than 1 
23 no 29 
26 no 5 
27 no less than 1 
29 no 30 
Using Tests --- 47% Average percent -- 20 . 2 
Appendix VIII 
:t-iERIT RATING 
and 
JUNI CR PROHariONS 
(30 unionized New England uti l ities , January , 1962) 
Co . Code Percent of ~ecent 
Promotions 
Involvim a 
Junior Employee 
Does the Union's 
Presence Effect 
the Decision? 
Companies usinp merit rating to some extent (5) 
2 
6 
11 
12 
13 
30 
less than 1 
15 
85 
10 
Average percent -- 28.2 
Companies not using merit rating (25) 
1 
3 
4 
5 
7 
8 
9 
10 
less than 1 
10 
5 
5 
10 
50 
18 
10 
l ess t han 1 
10 
no 
no 
no 
no 
yes 
no 
yes 
no 
no 
no 
yes 
yes 
yes 
no 
no 
Does Seniority 
Effect 
Supervisory 
Development 
yes 
yes 
yes 
yes 
no 
no 
no 
no 
yes 
yes 
no 
yes 
no 
no 
yes 
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16 50 no yes 
17 50 yes yes 
18 less than 1 yes no 
19 5 no yes 
20 50 yes no 
21 less than 1 no yes 
22 less than 1 no yes 
23 29 no yes 
24 less than 1 yes no 
25 5 yes no 
26 5 no no 
27 less than 1 no yes 
28 5 no yes 
29 30 no yes 
30 less than 1 no yes 
Aver age per cent -- 1.4 . 2 
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UNIONS AND JUNIOR PROMOTIONS 
(in 30 unionized New England uti lities , January, 1962) 
Union Average Percent of 
Recent Promotions 
Involving a Junior 
Employee 
tnfUA 20. 8 
ID1WA 17 . 2 
I BEW 16. 9 
BlMNE 5.5 
Average (all companie s ) 16 .5 
Appendix X 
LABOR CCNTRACTS USED IN STUDY 
Company 
Bangor Hydro-Electric Co . 
Berkshire Gas Co. (The) 
Boston Edison Co . 
Boston Edison Co . 
Boston Gas Co. 
Boston Gas Co. 
Boston Gas Co. 
Bridgeport Gas Co. (The) 
Bridgeport Gas Co. (The) 
Bridgeport Gas Co . (The) 
Brockton Taunton Gas Co . 
Brooklyn Union Gas Co. (The) 
Brooklyn Union Gas Co. (The) 
Cambridge Gas Co . 
Cape &· Vinyear Elec. Co . 
Central Hudson ~as & Elec. Corp . 
Centrru. Vermont Public Service Corp. 
Concord Natural Gas Corp. 
Connecticut Light & Power Co. (The) 
Connecticut Light & Power Co. (The) 
Equitable Gas Co . 
Union 
IBEW 
TJMVTA 
U\-JUS 
UHUA 
UHHA 
UMWA 
UMVIA 
UMVlA 
UHI·IA 
ill~.lA 
UWUA 
TWUA 
THUA 
UM1vA 
BUHNE 
IBEW 
mfwA 
UNWA 
IBEW 
IBE.W 
UMTA 
Termination Date 
1-1-63 
3-31-62 
4-1- .59 
4-1-63 
l G-1.5-.58 
10-1.5-60 
9-30-62 
1-1.5-.59 
1-1.5-60 
1-1-62 
3-1-60 
3-31-.59 
3-31-63 
4- l -60 
10-31-62 
6-30-.59 
12-31-61 
1-1-62 
6-1-.59 
6-1-63 
12-1.5- .58 
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Equitable Gas Co . 
Fall River glee . Light Co . 
Fall River Gas Co . 
~all River Gas Co . 
Gas Service, Inc . 
Hartford :Slec . Light Co . (The) 
Fartford Elec . Light Co . (T',e) 
Hartfor d Gas Co . (The) 
Michigan Consolidated Gas Co. 
Mer rimac-Essex El ec . Co. 
Montaup El ec . Co . 
Montaup Elec . Co . 
MYstic Valley Gas Co. 
Nantucket Gas f.· Elec. Co . 
Narragansett Elec . Co. (The) 
New Britain Gas Light Co . (The) 
New York State Natural Gas Corp . 
Niagara Mohawk Power Corp . 
Northern I lli nois ~as Co . 
Peopl es "as Light /!· Coke Co . (The) 
Philadel phia Gas ~ rorks 
Providence Gas Co . 
Providence Gas Co . 
Providence Gas Co . 
UW:lA 
IBEW 
UVlUA 
UHUA 
ill-1WA 
IBE\-1 
IBE'w'l 
UMHA 
HCGT:JFL 
IBEW 
lii'lUA 
UWUA 
{lli;lA 
mvuA 
U\VUA 
KEU 
IBEl:l 
mro 
UH\'lA 
12-15-59 
6- 2-62 
5-1-60 
5-1-62 
12-31-61 
5-1-59 
5-1-62 
9-30-63 
6-12-60 
3-31-62 
3-lc6o 
6-15-62 
3-31-62 
4-1-62 
3-31-62 
4-30-62 
7-l-59 
5-31-62 
1- 31-59 
4-30-60 
3-24-59 
1?-31-57 
1?- 31-59 
1-15-62 
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\lashington Gas Light Co . OEIU 6-1- .58 
Washington Gas Light Co. OEIU 6-1- .59 
Washingtcn Gas Light Co. OEIU 6-1- 63 
Hestern 1-lass . S1ec . Co . IBEH .5- 1-63 
\vorcester Gas Light Co . UM'wA 3- 31- .59 
Appendix XI 
COHPARISONS o-: PROMOI'I ON CLAUS~ HORDING 
in 
'"' i~?hteen Uew En;-land Ftility Contracts 
(1961) 
Co . Oode Type of Union Use Use Nerit Percent of Recent Nore or less 
Service Qualifyine Rating? Promotions than 300 
Tests? (to (to some Involving a Emnloyees 
-
some degree) deF,ree) Junior Emoloyee (total) 
11If rqual" clpuse companies (7) 
3 elec. UMWA yes no 10 more 
L gas UM\.JA no no 5 less 
6 ras ~ elec . IBEl·f no yes less than 1 more 
11 pas tn-1HA yes yes 15 more 
12 elec . IBEW yes yes 85 !'lore 
13 P'as UJ.IWA yes yes 10 l ess 
28 !"as UMWA no no 2. more 
ftvera~e percent - 18. 7 
"If Cualified" clause companies (11) 
2 gas ~ elec . tMUA yes yes 30 less 
5 elec . UHUA yes no 5 more 
1--' 
-.J 
0 
8 pas UMI-/A yes 
9 r as & elcc . IBE'd yes 
10 elec . Blfi'INE yes 
20 gas ffiVUA yes 
21 elec . IB~;l no 
22 a as UM\·lA no 
23 elec . UWUA no 
24 elec . IBEW yes 
30 gas LJM\'VA no 
Appendix XI (Cont 1 d . ) 
no 50 
no 18 
no 10 
no 50 
no less than 1 
no l ess than 1 
no 29 
no less than 1 
no less than 1 
Averave percent 17 . 3 
l ess 
more 
less 
l ess 
less 
more 
less 
more 
mor e 
I-' 
-.J 
I-' 
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